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INTRODUCTION 


1111$  study  wu  conimissioned  to  develop  an  innovative  prototype  for  training  battle 
letuff  synchronizatitMi  using  advanced  distributed  simulation.  All  too  often,  technologies  are 
developed  and  fielded  without  sufficient  insight  into  how  the  given  technology  can 
contribute  value  to  the  user.  This  study  examines  the  issues  associated  with  battle 
command  staff  training  as  a  whole,  and  proposes  innovative  ways  to  use  advanced 
distributed  simulation  to  hopefully  enhance  performance.  As  the  reader  will  rapidly 
discover,  the  issues  are  much  more  pervasive  than  how  to  use  one  or  more  simulation 
tcdmologies.  The  study  addresses  contenqxstary  issues  like: 

•  What  are  die  critical  tasks  of  a  battle  Staff? 

•  What  is  necessary  in  die  world  ofjmnt  and  coalition  warfare? 

•  How  does  one  develop  training  exercises  to  exploit  this  medium? 

•  What  are  some  of  die  inqilicadons  for  instimtional  training? 

The  DARPA/ARNG  Advanced  Distributed  Simulation  Program  is  designed  to 
"invent"  new  ways  to  train  through  the  use  of  advanced  technology  and  innovative  training 
develt^ment  and  research.  The  DARPA/ARNG  program  team  will  use  this  excellent  rqxxt 
and  other  sources  of  input  in  order  to  develop  and  test  alternative  ways  to  train  ARNG  units 
in  battlefield  synchronization. 

It  is  hoped  that  this  report  will  open  a  {nofessional  debate  and  study  of  this  area  of 
collective  performance.  There  are  a  variety  of  ideas  that  need  attention,  ranging  fitra  how 
staffs  should  operate  vertically,  how  to  measure  staff  peribrmance,  how  to  diagnose 
performance,  and  how  to  prepare  and  remediate  personnel  for  tealisdc  simulation  training. 
It  is  further  hoped  that  the  lessons  learned  from  the  experiments  conducted  based  upon  tiiis 
wcric  will  be  applicable  in  a  wide  variety  of  services  and  components.  |  Aoaeaaioa  Tor 


Steven  L.  Funk,  EdD. 
COL,  GS,  APJ^GUS 
Program  Manager 
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EXECUTIVE  SUMMARY 


The  objective  of  this  study  is  to  develop  and  design  a  new  simulation -based 
intensified  training  readiness  strategy  for  the  Reserve  Crmpcnent.  The  strategy  intends  to 
create  an  order  of  magnitude  improvement  in  the  effectiveness  and  efficiency  of  Reserve 
Forces  training.  Measures  of  success  were  postulated  to  be  the  ability  to  compress  one 
week  of  pre-mobilization  summer  training  into  one  weekend  or  sixty  days  of  post 
mobilization  training  into  fifteen  to  thirty  days-both  by  1998. 

This  is  the  second  pan  of  the  overall  study.  It  addresses  Battle  Command  Staff 
Training  (BCST)  at  the  Battalion  and  Brigade  levels.*  The  approach  is  to  hypothesize 
training  policies  and  programs  for  tlie  Army  National  Guard  which  will  ensure  trained 
combat  unit  staffs  for  the  Guard  concurrent  viith  DARPA  development  of  the  technologies 
necessary  for  compc.ent  execution  of  the  proposed  training  strategy  to  standard  by  average 
units  distributed  across  the  United  States. 

The  study  proposes  a  new  model  for  BCST.  It  discusses  General  Principles  to 
guide  development,  structuring  of  the  After  Action  Review  (AAR),  design  of  BCST  Tables 
and  Modules,  preparation  of  the  unit  for  BCST,  training  of  individual  staff  officers  and 
small  staff  teams,  and  potential  application  of  the  training  strategy  to  institutional  training.^ 

Three  practical  guidelines  arc  proposed  to  guide  developmcnL  They  are: 

Tables  (Modules)  are  required  to  enable  distributed  training  to  prescribed  individual 
and  team  (staff)  competency  as  defined  by  performance  on  Measures  of  Performance 
(MOP)  and  Measures  of  Effectiveness  (MOE). 


*  The  Kt^  of  the  first  study  (IDA  Paper  P-261 1)  was  limited  to  one  application,  U.S.  Army  National 
Guard  armor  units,  Company  and  below,  a  substantial  reserve  readiness  training  issue  of  Desert  Shield. 

2  The  Paper  is  designed  to  reflect  increasing  detail  according  to  the  needs  of  the  various  readers. 
C}U9>ter  1  summarizes  the  entire  effort  Chapters  2  to  6  expand  the  discussion  of  the  various  elements 
of  the  proposed  model:  AAR,  Tables,  etc.  Appendices  to  each  Chapter  describe  in  considerable  detail 
*how  to*  implement  for  the  training  developer.  Several  new  training  eoncepts  are  presented.  They  are 
summarized  and  portrayed  in  a  unit  context  in  Appendix  1.3.  The  busy  reader  may  wish  to  read  the 
Executive  Summary  and  Appendix  1 J  first 


S-1 


The  AAR  is  the  critical  training  event.  Design  the  Context  preparation  and  the 
training  event  itself  (Table  and  Module)  to  support  AAR  training. 

Individual  and  small  staff  team  pretraining  packages  are  necessary  to  advantage  the 
intensive  training  opportunity. 

Several  new  conceptual  approaches  and  associated  development  actions  should 
guide  in^lementadon  of  the  proposed  6CST  model: 

BCST  =:  TASK  MASTERY  +  EFFECTIVE  STAFF  TEAMS 

Unit  performance  is  grounded  in  command  and  staff  mastery  of  the  individual  and 
collective  tasks  prescribed  by  Battlefield  Operating  System.  Staff  Task  Proficiency  (STP) 
must  be  developed  by  individual  staff  officers,  by  small  staff  teams  and  by  the  unit  staff  as 
a  whole.  These  tasks  are  trained  and  evaluated  by  Observer  Controllers.  The  second 
component  of  BCST  is  Battle  Stefff  Effectiveness  (BSE),  individual  and  team  mastery  of 
the  processes  of  Organizational  Competence  and  Battle  Staff  Integration.  These  skills  are 
trained  by  the  chain  of  command  with  suppon  and  evaluation  provided  by  OCs  trained  in 
Organizational  Effectiveness  skills  (OEs).  STP  and  BSE  should  be  developed  initially  by 
TRADOC  proponents. 

PERFORMANCE-BASED  STAFF  TRAINING 

New  Tactical  Engagement  Simuladon  (TES)  (virtual,  constructive  and  subsistent 
simulation)  permits  redesign  of  Battalion/Brigade  echelon  command  staff  training  to 
technical  and  tactical  proficiency.  Process  complements  performance  as  it  must  in  battle. 
Design  training  to  immerse  command  and  staff  through  emerging  TES. 

AIRLAND  BATTLE  MANDATES  BOTH  HORIZONTAL  AND  VERTICAL 
STAFF  TRAINING 

To  :xecute  Airland  Battle  doctrine,  BCST  must  address  both  horizontal  (unit)  and 
vertical  (battle  functional  areas)  staff  actions  ffom  the  lowest  to  the  highest  echelon  of 
command.  Structure  both  horizontal  and  vertical  BCST. 


DISTRIBUTED  TRAINING  TO  STANDARD  THROUGH  TABLE 
TRAINING  EXERCISES  AND  TAILORING  TRAINING  TO 
COMPETENCE  LEVEL  DESIRED 

Tables,  replicable  vignettes  from  Battalion  or  Brigade  "days  of  battle"  in  TES  and 
their  derivative  Modules  arc  established  as  a  uniform  training  technique  which  permits 
BCST  to  standards  established  by  the  doctrinal  proponent.  Initiate  the  process  by 
developing  the  following  BCST  training  packages:  Context,  Table  or  Module  as 
appropriate  and  AAR  for 

Table:  Battalion  TF  Deliberate  Defense,  Execute 

Module:  S2,  S3,  FSO  small  staff  team  tactical/technical  competence 

Table:  fire  Support  Co/Bn/Bde  echelons 

Module:  S4  Individual  tactical/technical  competence. 

TRAIN  BY  DIRECT  COMPARISON  TO  PERFORMANCE  TO  STANDARD 

BCST  employing  TES  trains  by  exposing  unit  command  and  staff  (horizontal)  or 
Battlefield  Operating  System  (vertical)  staff  performance  to  "a  way"~highly  competent 
execution  of  tactical  missions-compared  in  detail  to  "your  way,"  execution  of  the  same 
mission  to  the  same  METT-T  (Table)  by  the  unit  or  the  BOS  oriented  vertical  staff  team 
undergoing  BCST  training.  To  validate  the  model,  prepare  "a  way"  Context  preparation, 
Table/Module,  AAR  of  a  highly  competent  unit  portrayed  in  TES  and  enable  documentation 
of  "your  way"  execution  of  the  same  warfighting  vignette  by  the  unit,  small  staff  team  or 
individual  staff  officer  in  training. 

RECOMMENDATIONS 

National  Guard  and  DARPA: 

1.  Approve  the  model  and  conceptual  direction  above  for  execution  as  the 
simulation-based  BCST  traiiung  strategy. 

2.  Develop  a  DARPA/NGB  action  program  to  evaluate  tlie  BCST  training 
strategy. 

Department  of  the  Army 

Assess  the  applicability  of  the  BCST  training  strategy  for  Total  Force  institutional 
training. 


S-S 


1.  GENERAL  PRINCIPLES 


The  "cutting  edge"  of  land  forces  is  the  Platoon  and  Company  of  competent, 
confident  soldiers,  well  trained  to  use  capable  equipment  and  led  by  skilled  leaders. 
Frequently,  however,  success  in  modem  warfare  mandates  that  these  small  units  be 
supported  by  increasingly  complex  supporting  battlefield  systems.  These  Battlefield 
Operating  Systems-maneuver,  fire  support;  command  and  control;  intelligence;  air  defense; 
mobility,  countermobility,  survivability;  and  combat  service  support-must  be  skillfully 
synchronized  to  enable  execution  of  current  doctiine.  Airland  Battle.  Commanders  and 
their  staffs,  particularly  at  the  Battalion  and  Brigade  level,  must  be  able  to  focus  rapidly 
decisive  combat  power  in  time  and  space  to  atxomplish  the  battle  intent  of  the  chain  of 
command.  This  is  difficult  under  any  circumstances;  doubly  so  when  the  enemy  is 
atten^ting  to  disrupt  die  process  of  synchronizaticMi. 

Commanders  and  their  staffs  need  to  be  effective  teams  molded  to  single  purpose- 
success  in  battle.  These  teams  must  be  trained  as  rigorously  as  any  individual  soldier  or 
leader  for  their  collective  judgment  and  following  actions  will  permit  success  by  competent, 
brave  platoons.  Conversely  on  the  modem  battlefield,  the  best  platoons  cannot  congiensate 
for  por  r,  uncoordinated  BOS  support  misdirected  by  incompetent  staffs.  Battle  command 
staff  training  must  be  an  integral  and  vital  part  of  any  unit  training  prograra 

The  purpose  of  this  Paper  is  to  propose  distributed  simulation-based  training 
development  policies  and  programs  to  cause  an  order  of  magnitude  improvement  in  Battle 
Command  Staff  Training  (BCST)  for  Army  National  Guard  Brigade  and  Battalion  dze 
units.^  For  the  initial  concept,  see  Appendix  1.1,  Battle  Commano/Staff  Tables.  The 
approach  is  to  hypothesize  training  policies  and  programs  for  the  Army  National  Guard, 
which  will  ensure  trained  combat  unit  commanders  and  staffs  for  the  Guard  concurrent 


^  The  mission  statement  and  general  approach  are  drawn  from:  Frederic  J.  Brown,  A  Simulation-Based 
Inten^ied  Training  Readiness  Strategy  for  the  Reserve  Component,  IDA  Paper  P-2611,  December 
1991.  Enclosure  B  addresses  BCST.  Sto  Appendix  1.1.  For  applications  to  Total  Force  contingency 
operations,  joint  and  with  allies,  see  Frederic  J.  Brown,  "The  Training  Revolution,"  US.  Army  in 
Transition  II:  Landpower  in  the  Information  Age,  New  York:  Macmillan-Brassey's,  1993,  pp.  99-106. 
The  Baper  does  not  address  explicitly  leader  training.  The  focus  is  getting  the  Brigade  and  Battalion 
fttfis  pfenning  well  Subsequent  woik  will  address  leader  prq)aration. 
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with  DARPA  development  of  the  technologies  necessaiy  for  competent  execution  of  the 
proposed  training  strategy  to  standard  by  average  units  distributed  across  the  United  States. 
The  training  strategy  is  expected  to  be  consistent  with  Total  Force  training  doctrine  (FM  25- 
100  ar.d  25-101)  as  well  as  the  Combined  Arms  Training  Strategy  (CATS).  Appropriate 
programs  will  be  assessed  in  Training  Effectiveness  Analyses. 

The  key  to  intensified  BSCT  employing  advanced  simulation  is  immersion  in  a 
demanding  virtual  battlefield  which  can  provide  "on  the  ground"  visual  confirmation  of 
representative  waifighting  staff  planning  and  operations  challenges  created  in  constructive 
or  virtual  simulation.  The  traditional  staff  training  support— a  map  sheet  with  graphics— 
literaUy  comes  alive  in  vivid  visual  detail  through  simulation  to  demonstrate  die  effects  of 
good  or  poor  staff  planning.  The  battle  staff  in  training  is  transported  onto  the  battlefield 
titrou^  distributed  virtual  or  constructive  simulation. 

The  training  impact  of  capturing  the  interest  and  imagination  of  commander  and 
staff  through  immersion  is  magnified  by  the  emerging  ability  to  model  the  waifight  to  foais 
the  training  effects  much  as  one  can  manipulate  electronic  images  in  a  VCR  today— rewind, 
fast  forward,  pause,  and  tape  over  are  all  new  training  opportunities  and  challenges.  Many 
have  seen  the  training  effect  of  Instant  Replay  used  to  explain  complex  sports  events. 
These  capabilities  have  yet  to  be  applied  to  an  extraordinarily  complex  and  important 
problem,  die  training  of  batde  staffs  to  focus  combat  power  in  time  and  space  to  execute  the 
intent  of  the  commander— battle  synchronization.  They  should  be  particularly  effective  in 
addressing  and  alleviating  the  challenges  of  great  variation  in  leader  tactical  and  technical 
competence  because  degree  of  difficulty  can  be  controlled  closely.  The  technology  can  be 
shaped  to  both  show  "a  way"  a  very  competent  staff  executes  complex  staff  tasks  and  to 
permit  "your  way"  of  executing  the  same  tasks  to  identical  METT-T  for  the  individual 
command  staff  team  in  training.  The  essence  of  training  is  understanding  then  correcting 
any  undesirable  differences,  then  moving  on  to  address  a  broad  array  of  more  advanced 
Total  Fotcc  command  staff  training  exercises. 

So  both  trainers  and  trainees  face  a  new  range  of  more  detailed  training  and 
evaluation  possibilities  as  a  byproduct  of  the  nature  of  virtual  distributed  simulation-today 
known  as  SIMNET.  The  training  "power"  of  the  technology  permits  capture  of  every 
action  by  every  object  represented  in  the  simulation.  That  is,  each  of  the  objects  acting  on 
the  battlefield  can  be  "captured"  in  space  (x,  y,  and  z  axes)  and  time  (firactions  of  a  second). 
To  draw  again  on  the  sports  television  analogy,  visible  instant  replay,  fast  forward  or 
rewind  are  available  from  any  point  on  the  battlefield  at  any  time.  The  trainer  can  move 
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"the  camera"  to  any  position  at  any  time,  unobserved  to  the  unit  in  training  by  using  the 
stealth  capability,  to  review  the  ongoing  fight  from  any  perspective.  Actions  can  be 
recreated  precisely  then  "fiee  play"  introduced  by  one  or  more  objects,  thus  modifying  all 
succeeding  events.  "What  if  exercises  are  practically  unlimited  with  ability  to  study 
(recreate)  actions.  For  example,  assume  a  Battalion  is  executing  a  Hasty  Attack.  The  S3- 
Rre  Support  Officer  elected  not  to  suppress  an  intermediate  objective.  Unsuppressed 
enemy  direct  fire  severely  attiited  Team  Bravo  as  it  attacked.  Virtual  simulation  permits  the 
unit  to  go  back  to  the  LD  and  "do  it  again"  with  the  intermediate  objective  suppressed  to 
observe  the  difference  in  battle  outcomes  with  all  other  factors  remaining  the  same. 

These  are  revolutionary  new  capabilities.  Fortunately,  the  enabling  training 
development  "slate"  is  not  entirely  clean.  Solid  woric  has  been  done  to  improve  Guard 
traiiung;  and  there  has  been  extensive  recent  effort  to  apply  distributed  simulation  to  the 
training  of  small  ccKnbat  units  in  the  Guard  (Bold  Shift).  In  addition  there  has  been  recent 
general  conceptual  effort  directed  at  improvement  of  Battle  Command  Staff  training  caused 
by  the  increasing  complexity  of  the  current  doctrine.  Airland  Battle.  Combat  itself  and 
Combat  Training  Center  experiences  reestablish  the  "truth"  that  solid  staff  training  requires 
tactically  competent  individual  staff  officers  as  well  as  smoothly  functioning  staff  teams 
such  as  the  S2,  S3,  and  FSO  who  must  think  and  act  almost  as  one  mind  in  order  to 
synchronize  direct  and  indirect  fires.  This  necessary  tactical  competence  is  described  as 
Staff  Task  Proficiency.  However,  this  proficiency  is  necessary  but  it  is  not  sufficient  to 
win. 

In  addition  to  Staff  Task  Proficiency,  the  individuals,  staff  teams  and  the  entire 
battle  staff  need  to  be  a  highly  effective,  smooth  functioning  team.  More  than  possessing 
staff  skills,  they  must  also  possess  Battle  Staff  Effectiveness  composed  of  Organizational 
(Competence  and  Battle  Staff  Integration~as  recently  proposed  and  defined  drawing  on 
serious  research  over  the  past  20  years.^  Both  Staff  Task  Proficiency  and  Battle  Staff 
Effectiveness  will  be  discussed  in  detail  in  Chapter  2.  For  now,  consider  that  BCST  has 
two  con:qx>nent  parts.  Successful  BCST  has  to  address  both  with  competence. 

Several  separate  but  related  propositions  developed  for  small  unit  training  are 
qrpn^ate  to  BCST.  These  practical  guidelines  proposed  to  govern  BCCST  development 
are: 


2  Josq)h  Olmstead,  Battle  Steff  Integration,  IDA  Paper  P-2560,  February  1992. 
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a.  The  key  to  BCST  training  development  is  highly  effective  After  Action 
Reviews  (AARs)  which  train  to  required  individual  and  staff  team 
competencies.  BCST  pretrain  modules  are  required  to  prepare  the  unit  trainers, 
OCs  and  OEs  to  conduct  distributed  quality  BCST  to  standard.  Design  the 
training  to  support  the  AAR  such  that  OCs,  OEs,  or  unit  trainers  can  conduct 
distributed  training  to  standard. 

The  effectiveness  of  the  After  Action  Review  process  is  well  accepted.  It  involves 
the  participant  in  analysis  of  what  happened  and  then  coopts  him  or  her  to  understand  and 
'l>uy  in"  to  the  conective  action.  Now  distributed  virtual  and  constructive  simulation  offer 
the  opportunity  to  immerse  the  individual  commander  or  staff  officer  in  the  challenge, 
excitement  and  risk  of  combined  arms  battle  as  they  execute  their  individual  or  small  team 
staff  tasks.  This  immersion  offers  promise  of  significant  increase  in  the  effectiveness  and 
efficiency  of  the  BCST  training  process  itself.  The  technology  also  can  be  harnessed  to 
provide  quality  preparatory  training  to  those  who  will  support  the  distributed  training. 
Therefore,  it  is  sensible  to  design  the  entire  BCST  training  strategy  to  enable  highly 
effective  distributed  AARs  conducted  by  mentors  (Observer  Controllers,  Organizational 
Effectiveness  Personnel  or  unit  trainers)  all  well  prepared  to  train  to  standard  together 
physically  or  networked  to  a  common  synthetic  battlefield.  By  so  doing,  a  broad  menu  of 
quality,  exciting  BCST  to  standard  has  been  made  available  to  the  separate  needs  of  the 
units  undergoing  training.  Commanders  have  a  new,  highly  flexible  tool  to  suppon  their 
BCST.  The  key  to  an  order  of  magnitude  increase  in  the  effectiveness  and  efficiency  of 
BCST  is  immersion  in  the  pace  of  modem  battle.  The  Table,  developed  to  show  a  highly 
competent  unit  executing  "a  way"  execution  to  standard  while  encouraging  "your  way" 
execution  in  comparison,  can  be  embedded  in  distributed  virtual  and  constructive 
simulation. 

b.  BCST  Tables  must  be  developed  to  enable  distributed  training  to  prescribed 
individual  and  team  (staff)  competency  as  defined  by  performance  on 
MOP/MOE 

Designed  to  permit  repetitive  training  of  explicit  command  and  staff  tasks  to 
performance  standard.  Tables  enable  common  BCST  for  distributed  units.  Subsets  of 
Tables  which  will  be  called  Modules  can  be  designed  to  train  individuals  and  small  staff 
teams.  A  series  of  Tables  and  Modules  of  various  complexity  is  necessary  for  skill 
diagnosis  and  skill  acquisition. 

c.  Individualized  (self-paced)  training  programs  are  required  to  develop 
oon^tency  in  individual  command  and  staff  positions  and  small  staff  teams  by 


Battlefield  Operating  System  to  ensure  effective,  efficient  BCST.  Individual 
staff  training  programs  complementary  to  the  Tables  and  Modules  and 
supportive  of  the  AAR  are  required. 

Variations  in  individual  and  small  team  competence  are  inevitable  in  all  units  but 
particularly  in  the  Guard.  There  are  different  patterns  of  individual  professional 
development  caused  by  local  circumstances.  These  combine  with  normal  personnel 
turbulence  and  turnover  to  create  unique  distributed  individual  training  requirements. 
BCST  should  be  constructed  to  support  these  local  requirements  for  individual  and  small 
staff  tftam  development  as  it  trains  the  staff  as  a  whole. 

Several  tasks  must  be  accomplished  to  enable  these  three  broad  proposidons.  As 
the  pacing  training  event,  AARs  need  to  be  constructed  which  draw  upon  agreed  BCST 
Measures  of  Performance  (MOP)  and  Measures  of  Effectiveness  (MOE).^  Then  generic 
Tables  advocated  in  b.  above  need  to  be  developed.  Finally  from  this  material,  suitable 
pretraining  programs  need  to  be  created  for  individual  staff  members  and  key  staff  teams 
such  as  the  S2-S3-FSO  or  SI-S4  so  that  they  are  competent  and  can  benefit  from  the  unit 
staff  training.  Recall  that  BCST  competency  includes  not  only  Staff  Task  Proficiency  but 
also  Battle  Staff  Effectiveness. 

There  is  one  additional  complexity.  To  this  point,  we  have  discussed  traditional 
umt  staff  training-Battalion  or  Brigade.  But  this  is  not  enough.  To  advantage  Airland 
Battle  doctrine,  BCST  should  also  train  vertically  Battlefield  Operating  System  as  well 
as  train  horizontally  by  unit  echelon  (Battalion  and  Brigade)  to  mold  cohesive  staff  teams 
prior  to,  during,  and  after  BCST.  See  Figure  1-1  for  a  graphic  representation  of  the 
vertical  and  horizontal  training  matrix.^  The  horizontal  bands  represent  unit  training 
requirements  from  Platoon  to  Echelons  Above  Corps  (EAC).  That  training  includes  some 
content  fiom  each  of  the  BOS.  The  vertical  bands  represent  functional  BOS  training 
requirements  again  from  Platoon  to  EAC.  Training  in  each  BOS  includes  some  content 
from  each  echelon.  BCST  occurs  at  the  intersections  of  vertical  and  horizontal.  Our 
concern  centers  at  Battalion  and  Brigade  echelons.  Note  that  each  BCST  node  differs  from 
its  neighbors-either  in  echelon  or  BOS  which  must  be  trained.  Increasingly,  battlefield 


^  For  this  work.  Measure  of  Effectiveness  (MOE)  is  defined  as  a  Measure  of  Performance  (MOP) 
subsequently  equated  by  expert  opinion. 

^  The  focus  of  this  Ptqrer  is  individual  and  small  group  training  in  the  unit  although  there  is  limited 
discussion  of  institutional  training.  Most  ctMicem  is  expressed  about  horizontal  BCST-Battalion  and 
Brigade.  Therefexe,  Battalion  BCST  is  the  primary  focus  of  this  Paper.  Vertical  BCST  by  BOS  is  also 
important.  Much  less  concepuial  work  has  been  done  to  date  on  this  part  of  the  problem.  A 
methodology  for  the  execution  of  vertical  BCST,  Fire  Support  is  proposed  at  Appendix  1.2. 
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Fighting  vertically  by  BOS  or  horizontally  by  echelon  with  mix  of 
personnel  end  automated  participation  as  desired  by  chain  of  cmd 
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Training  Strategy:  Distributed  collective  training  to 
pre-deteimined  Mission,  Enemy,  Troops,  Terrain,  and 
Time  (METT-T)  by  echelon  or  by  BOS  enabled  in  the 
Armory  or  Reserve  Center  by  distributed  simulation. 

An  intensive  immersion  training  package  is  provided  to 
the  chain  of  command  by  doctrinally  correct  Tactical 
Tables  and  Battle  Command/Staff  Tables  combined 
with  embedded  After  Action  Review  (AAR)  support. 
Chain  of  command  detennines  degree  of  automated 
or  semi-automated  support. 


Figure  1>1.  National  Guard  Intensive  Training  Matrix 
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effectiveness  is  a  product  of  both  tradidonal  unit  competence  using  assigned  resources 
ctnnbined  with  the  combat  power  achieved  by  effective  vertical  orchestration  of  the  combat 
power  of  the  various  Battlefield  Operating  Systems  from  the  lowest  fighting  unit  to  the 
highest  echelon  of  that  BOS.  BCST  must  develop  both  horizontal  and  vertical  staff  task 
poficiencies.  The  challenges  of  vertical  BCST  are  described  in  greater  detail  in  Appendix 
12,  Vertical  BCST-Fire  Support  General  Principles. 

This  Paper  conceptualizes  a  comprehensive  training  stategy-inen  the  training 
development  policies  and  programs  which  will  be  necessary  to  enable  the  strategy. 
Subsequent  training  development  will  be  directed  at  creating  the  necessary  AAR;  writing 
the  Tables;  pretraining  unit  trainers,  OCs,  or  OEs  to  conduct  distributed  training  to 
standard;  fielding  the  individual  command  and  staff  training  packages;  and  lastly, 
discussion  of  potential  application  of  the  BCST  process  to  training  within  the  institution. 
This  chapter  discusses  general  principles  governing  development.  Subsequent  Chapters 
treat  the  AAR,  the  Tables,  unit  pretrain,  individual  and  small  group  command  and  staff 
training  and  triplications  to  institutional  training. 

THE  AFTER  ACTION  REVIEW 

Hie  aitical  event  of  the  BCST  training  experience  is  to  create  a  very  effective  AAR 
which  will  cause  the  intensified  battle  coramand  staff  training  to  occur.  There  are  several 
distinct  groups  of  tasks  which  should  be  addressed  explicitly  in  the  BCST  AAR.  They  are 
individual  staff  officer  proficiency  in  his  or  her  staff  responsibilities  (the  SI  or  S4,  etc.}; 
the  proficiency  of  small  staff  groups  (S2i  S3,  FSO)  in  causing  complex  actions  to  occur 
across  BOS  (such  as  mergug  Intelligence  and  Rre  Support  to  place  timely  fires  on  the 
enemy);  and  full  staff  performance  in  Battle  Staff  Proficiency.  The  second  group  of  tasks 
are  the  group  teaming  skills  associated  with  Battle  Staff  Integration  (Organizational 
Competence:  sensing,  communicating  information,  decision  making,  stabilizing 
communicating  implementation,  coping  actions  and  feedback).^  Both  Observer  Controller 
(OQ  and  Organizational  Effectiveness  (OE)  expertise  is  required— OCs  to  support 
development  of  Staff  Task  Proficiency  and  OEs  to  assist  in  developing  Battle  Staff 
Effectiveness.® 


®  ^instead,  p.  V3. 

®  Observer  Controllers  are  a  widely  understood  adjunct  to  unit  collective  training.  They  train  and 
evaluate  tactical  and  technical  competence.  Organizational  Effectiveness  concerns  inteipersonnel 
development  to  develop  effective  high  perftvmance  organizations.  It  can  apply  to  any  organization, 
civil  or  military.  Here,  the  context  is  the  use  of  OE  to  support  the  development  of  organizational 
competence  envisaged  by  Olmstead  in  Battle  Steff  Integration.  That  competence  is  described  here  as 
Baok  Staff  Effectiveness-an  essential  complement  to  Staff  Task  Proficiency. 
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Ideally,  an  AAR  would  flow  endrely  from  the  flow  of  the  battle  as  it  is  conducted. 
The  detailed  AAR  would  not  be  determined  until  the  mission  has  been  fought  Just  as  there 
are  hundreds  of  ways  to  accomplish  various  Missions  to  various  Enemy,  Troops,  Terrain 
and  Hme  Available  (METT-T),  there  are  hundreds  of  AARs.  That  flexibility  is  not 
necessarily  desirable  or  necessary  initially  when  a  highly  structured  BCST  Table  and  AAR 
are  to  be  conducted  for  basic  level  BCST  widely  distributed  across  the  National  Guard.  To 
ensure  quality  of  evaluation  to  task,  condition  and  standard  and  to  establish  uniform 
standards  for  the  conduct  of  basic  staff  training  of  individual  staff  officers,  small  groups, 
and  full  battle  staffs,  a  baseline  instructional  AAR  is  prepared  which  is  oriented  to  "a  way" 
recommended  for  a  trained  unit  to  fight  die  particular  .\RTEP-MTP  mission  being  fought 

"A  way"  seems  most  applicable  to  units  training  basic  BCST.  More  experienced 
contingency-seasoned  units  probably  would  neither  desire  nor  tolerate  "a  way"  other  than 
for  general  train  up  of  new  personnel  required  by  staff  turbulence  or  turnover.  At  this  point 
in  improving  BCST  training  readiness,  battle  success  and  execution  of  "what  ifs"  expand 
the  repertory  of  solutions  and  provide  experience-derived  insights.  In  time  these  supplant 
"a  way." 

Thus  "a  way"  describes  ihe  execution  of  warfighting  by  a  highly  competent  unit  as 
captured  in  virtual  or  constructive  simulation.  As  a  competent  unit  fights  with  a  given 
"frozen"  starting  METT-T  (as  in  any  platoon  or  company  level  Tactical  Table),  the 
omnipresent  (  ye  of  virtual  simulation  described  above  can  create  an  AAR  of  the  execution 
of  that  Table.  That  AAR  (the  "a  way"  AAIl)  is  constructed  in  advance  to  view  and  assess 
the  execution  of  the  warfighting  in  virtual  simulation  by  drawing  on  MOP  and  MOE 
prioritized  by  the  TRADOC  Proponent  The  "a  way"  AAR  is  designed  in  such  maimer  as 
to  train  the  unit  to  the  traiiung  objectives  established  by  the  Proponent  As  an  important 
trairting  vehicle,  the  "a  way"  AAR  itself  is  designed  to  cause  effective  learning  to  (Kcur.*^ 
In  other  words,  by  observing  the  "a  way"  AAR,  individual  staff  officers  and  staff  teams 
can  see  "how  to." 

While  design  of  the  "a  way"  AAR  is  a  focal  point  for  structuring  the  BCST,  the 
most  important  AAR  for  training  a  particular  unit  is  the  AAR  discussion  of  a  battle  action 
just  fought  by  the  unit  which  is  in  training.  (}all  that  "your  way."  How  well  or  poorly  did 


^  The  Propement  plays  a  critical  role  in  die  design  of  the  BCST  by  ensuring  that  MCP/MOE  associated 
with  impwtant  individual  and  collective  tasks  vslidated  by  CTC  or  actual  combat  experience  are 
incorpoated  in  the  training.  School  perceptions  may  be  helpful  or  not;  validated  "ground  truth*  is 
vital 
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thfl  unit  do  compared  to  the  highly  competent  unit?  MOP  by  MOP,  the  unit  in  training  can 
enmpare  its  performance  to  that  of  the  con^tent  unit  as  it  executed  the  same  Battalion  level 
Table  with  performance  captured  in  a  structured  AAR.  That  comparison  by  Battlefield 
Operating  System  and  by  staff  action-what?,  why?,  how  to  improve  in  the  future?  etc.~is 
the  heart  of  the  proposed  stmetured  BCST  training  process. 

The  AAR  is  the  ciidcal  training  event  but  the  Table  is  what  creates  the  intensified 
immersion  training  envimnment.  The  commander  and  staff  have  been  immersed  in  an 
emotionally  committing  tactical  situation  or  Table.  This  situation  establishes  the  general 
Mission,  Enemy,  Troops,  Terrain  and  Time  Available  (METT-T)  within  which  the  training 
occurs.  Table  design  comes  after  the  detailed  training  requirements  of  the  AAR  have  been 
aggregated  to  ensure  that  the  desired  staff  task  traiiting  to  standard  should  occur.  In  other 
words,  know  exactly  what  you  want  to  occur  in  the  AAR,  then  design  the  Table  or  Module 
to  "make  it  htqrpen." 

TACTICAL  TABLES 

The  actual  "stage  setter"  for  the  warfighting  is  the  Table.®  Eleven  general  Tables 
are  proposed  to  focus  further  development  effort  These  Tables  are  divided  into  four 
genera!  training  scenarios.  In  the  objective  system,  there  v/ould  also  be  a  series  of 
Situational  Training  Exercises  (STX)  and  or  Command  Post  Exercises  (CPX)  scenarios 
representing  "graduate  training  opportuiuties." 

Note  again  that  tiiere  are  two  separate  but  related  training  activities  which  are  being 
discussed  here.  There  is  "a  day  of  battle"  of  a  competent  unit  which  has  been  captured  in 
virtual  simulation.  From  this  ongoing  warfight,  periods  of  time  are  selected  as  Tables  and 
the  actions  of  the  highly  competent  unit  arc  captured  as  "how  to  do  it"  or  "a  way" 
"snapshots."  As  discussed  above,  an  "a  way"  AAR  is  prepared  of  the  competent  unit 
executing  the  "snapshot"  Then  there  is  the  same  warfight  executed  by  the  unit  undergoing 
BCST  training  as  it  addresses  the  situation  portrayed  in  the  "a  way"  unit  with  METT-T  at 
initialization  exactly  as  it  was  for  the  "a  way"  Table.  Then,  there  is  also  an  AAR  associated 
witii  execution  of  the  Table  by  the  unit  in  training-"your  way."  That  is  the  critical  AAR  for 
unit  BCST.  The  "a  way"  AAR  is  important  but  its  value  cotscs  as  a  pattern  for  conducting 
the  more  important  AAR  by  the  unit  in  training.  "A  way"  may  not  be  a  "perfect"  school 
solution,  but  rather  a  successful  "real"  solution  by  a  winning  unit  with  whatever  minor 


®  For  more  detailed  discussion  of  Tables,  see  Enclosure  A,  Tactical  Tables,  "A  Simulabon-Based 
intunqTigrf  Tiaininj?  Readiness  Strategy  for  the  Reserve  Components,"  EDA  Paper  P-261 1,  December 
1991. 


imperfections  may  remain.  In  other  words,  competence  plus  success,  not  necessarily 
detailed  adherence  to  "correct"  procedures,  are  what  count  "A  way"  Tables,  derivative 
Modules  for  individual  and  small  staff  team  training,  and  the  associated  AAR  are  also  the 
vehicles  we  intend  to  use  for  pretrain,  and  for  remedial  training  at  home  or  at  the  local 
Armory.  For  a  graphic  representation  of  the  interactions  of  "a  way,"  "your  way,"  and  the 
AAR,  see  Rgure  1-2. 


Start  of  Table 


End  of  Table 


Think  of  the  cone  above  as  die  representation  of  a  nearly  infinite  number  of  ways 
(combinations  of  successful  "Your  Ways")  to  execute  an  ARTEP  mission  given  a 
starting  fixed  METT-T.  Think  of  "A  Way"  as  one  way  the  mission  was  executed  by 
a  very  competent  unit,  evaluated  by  MOP,  and  endorsed  by  the  TRADOC  Proponent. 


The  AAR  Is:  Your  Way  compared  to  ”A  Way”  the  Mission  was  executed  by  a 
highly  cempetent  unit-comparison  by  Staff  Task  Proficiency  and  Battle  Staff 
Effectiveness  tasks  AND  "A  Way”  examples  for  Pretrain. 


Figure  1-2.  AAR:  Compare  "Your  Way"  to  "A  Wa^ ' 


^■s 


Tables  can  take  a  variety  of  fomis,  depending  on  the  purposes  of  the  training. 

Several  scenarios  follow  which  indicate  the  great  breadth  of  alternatives; 

Training  Scenario  1:  Multiple  overlapping  unit  missions  which  require 
simultaneous  Planning,  Monitoring  and  Directing.  Tables  1  through  4  arc 
30-  or  60-minutc  "snapshots"  of  battle  which  follow  a  Battalion  Task  Force  for 
six  hours  with  mission  changes  from  continuing  Hasty  Attack  to  Hasty 
Defense  in  response  to  unanticipated  enemy  resistance.  Finally,  a  Delay  is 
ordered.  (Figure  1-3) 

Training  Scenario  2:  Mul.^ple  overlapping  unit  missions  of  increasing  difficulty 
vriiich  require  simultaneous  Planning,  Monitoring  arul  Directing.  One  situation 
is  presented  repetitively  with  steadily  more  difficult  conditions  in  60-  then 
30-minute  "snapshots"  of  battle  to  portray  a  Basic  (Coordination  Table  (Table  1 
Scenario  1  above),  a  Staff  Action  Table  (Table  lA)  and  a  Reaction  Table 
(Table  IB).  In  sum,  METT-T  is  varied  to  increase  the  difficulty  of  the  Tables- 
"crawl,  walk,  run." 

Training  Scenario  3:  Conduct  of  a  single  mission,  Battalion  Task  Force 
deliberate  defense,  through  Planning,  Preparation  and  Execution.  Table  5 
extends  for  120  minutes  of  Planning:  Analysis,  Integration  and  Order  after 
receipt  of  the  Commander's  initial  guidance.  Table  6  requires  Preparation, 
both  Readiness  and  Supervision,  including  Rehearsals.  Table  7  is  Execution: 
Movement,  Maneuver,  and  Objective  commencing  after  Battle  Handoff. 

Training  Scenario  4:  Sequential  unit  missions  (Movement  to  Conuct  into 
Hasty  Attack)  which  require  simultaneous  Planning,  Monitoring  and  Directing. 
Table  8  is  planning  a  Hasty  Attack  with  Commander's  guidance  provided  as 
Movement  to  Contact  continues.  Table  9  is  direction  of  the  Hasty  Attack; 
Table  10  requires  direction  of  the  Hasty  Attack  while  planning  for  an  attack 
change  of  mission.  Table  1 1  revisits  Table  8  without  Commander’s  Guidance. 

The  design  of  the  Tables  described  above  is  important.  CMtical  will  be  how  they 
are  configured  for  use  during  a  typical  MUTA  3  or  4  devoted  to  BCST.  Various 
combinatiems  of  Table,  AAR,  Table,  AAR  are  possible.  There  are  as  many  variations  here 
as  the  unit  comnumder  desires. 

UNIT  PREPARATION  TO  CONDUCTT  THE  TRAINING 

As  these  two  new  capabilities,  immersion  in  a  synthetic  battlefield  and  manipulation 
of  time  and  space  in  the  mind  of  the  trainee,  converge,  the  pacing  problem  becomes 
preparing  the  unit  to  benefit  from  this  training  potential.  There  is  the  challenge  to  prepare 
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SCENARI0 1:  Multipld,  overlapping  unit  missions  which  require 
simultaneous  Planning.  Monitoring,  and  Directing 


THE"FLOW"  OF  BATTLE-Stoadily  Increasing  Enemy 


Continuina 


TABLES  (Snapshots  of  Battle) 

KW^wxH  kWN 

1  2  3 


Plan  and  Monitor 

Hasty  Attack  under  vray.  Increasing  resistance.  FRAGO  change  of  mission 
*1  to  Hasty  Defense  effective  at  1030  received  at  0900.  Co.mmander*s  initial 
TABLE  1  guidance  provided.  BCST  Requirement:  Planning  for  Hasty  Defense  while 
Monitoring  continuing  Hasty  Attack.  Table  Duration;  60  minutes  real  time 
commencing  09C0. 


TABLE 


Plan 

2  Improving  the  Defense.  BCST  Requirement:  Planning  Defense. 
Table  Duration:  30  minutes  real  time  commencing  1100. 


Oboct  and  Plan 

Hasty  Defense  under  way,  enemy  attack  succeeding.  FRAGO  at  1 200 
•r  A  n  I  r-  Q  Change  of  mission  to  Delay  on  order.  Commander's  initial  guidance  provided. 

TABLE  w  BCST  Requirement:  Planning  for  Delay  while  Executing  Hasty  Defense. 

Table  Duration:  30  minutes  real  time  commencing  1230. 


TABLE 


Monitor,  Plan  and  Direct 

FRAGO  at  1300.  Execute  Delay  effective  1400.  BCST  Requirement: 
Monitor  Defense,  Direct  Transition  from  Defense  to  Delay,  Plan  Delay. 
Table  Duration:  30  minutes  real  time  commencing  1400. 


NOTE:  Monitor,  Plan,  Direct  model  per  ARI  Leavenworth  (Draft  FM 101-5)  used.  FCX-Fire 
Support  Table  could  be  developed  h’om  Table  3.  an  Intel  Table  from  Table  2  above. 

Figure  1-3,  Development  of  BCST  Tables 
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the  trainers  and  associated  training  support  such  as  OC  and  OE  to  advantage  the  new 
capabilities  that  Tables,  Modules,  and  the  "a  way"  AAR  provide.  Then  the  chain  of 
command  needs  to  be  properly  prepared  such  that  improving  positive  competence,  not  th*. 
despair  and  frustration  of  increasing  incompetence,  is  demonstrated  as  the  Tables  are 
executed.  All  in  all,  there  is  a  substantial  job  in  preparation  for  BCST. 

Training  development  should  focus  in  several  general  areas.  The  most  important 
task  is  to  "prepare"  the  unit  chain  of  command-Conunanders  who  understand  the 
capabilities  and  limitations  of  the  training  experience.  The  unit  is  motivated;  it  wants  to 
"fight"  and  it  is  confident  that  it  is  embarking  on  a  "building  experience."  In  sum,  the 
entire  envelope  of  training  program  and  training  support  has  been  crafted  to  support  a 
positive  training  experience  in  the  "mind's  eye"  of  the  unit  in  training.  Several  actions  need 
to  be  taken  to  assure  this  outcome.  Orientation  training  is  prepared  for  the  entire  chain  of 
command  above  the  unit  so  support  needs  are  understood  and  supported.  OCs  and  OHs  are 
available  before,  during,  and  after  the  Table  training  experience.  They  are  not  only 
tactically  and  technically  competent  in  areas  of  expertise  but  also  they  are  genuinely 
supportive  of  unit  training.  Both  OCs  and  OEs  are  a  "we,"  not  a  "they."  Finally,  the 
training  is  absolutely  RC-friendly.  It  has  been  designed  in  UTA  modules  and  with 
tqppropriate  pretrain  such  that  the  individual  staff  officers  find  it  genuinely  easy  to  prepare 
themselves. 

The  Army  Training  System  itself  supports  unit  preparation.  The  purpose  of  all 
training  and  evaluation  is  to  train  to  standard.  There  are  no  secrets,  no  "one  up."  If  it  is 
helpful  to  review  the  Table  or  Module  fought  "a  way"  before  the  BCST  MUTA,  do  so. 
The  purpose  of  the  training  is  not  to  trick  or  confuse;  it  is  to  train~to  task,  condition,  and 
standard.  Individuals,  small  staff  teams  and  units  are  expected  to  "crawl,  walk,  run."  To 
be  sure,  victory  in  Airland  Battle  requires  highly  competent  units  ready  to  "run.”  But  all 
start  at  crawl  and  proceed  at  their  pace.  The  training  system  itself  reinforces  the  rigor  of 
task  condition  and  standard  by  the  logical  structure  of  battlefield  doctrine. 

Analysis  of  the  operational  and  training  requirements  of  Airland  Battle  doctrine  has 
produced  a  thoughtful  structuring  of  the  training  requirements.  The  seven  Battlefield 
Operating  Systems  establish  a  framework  for  the  linking  of  various  tasks  to  specific 
battlefield  performance  to  task,  condition  and  standard.  By  virtue  of  extended  observation 
in  combat  and  the  CfC  data  assembled  and  analyzed  by  TRADOC,  the  Army  can  identify 
what  has  to  be  done  when  by  whom  in  BCST.  As  a  result  of  this  rigor,  individual  and 
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small  team  tasks  can  be  disaggregated,  trained  separately  to  proficiency  "off  line"  then 
recombined  in  carefully  designed  structured  training  experiences  and  missions  to  ensure 
collective  proficiency  to  standard.  BCST  can  be  divided  into  its  "picceparts"  fOT  distributed 
training  to  standard  drawing  (hi  the  great  potential  of  distributed  simulation. 

In  addition,  battlefield  functions-the  seven  Battlefield  Operating  Systems-provide 
a  sensible  vertical  structure  by  function  such  as  Rre  Support  up  and  down  the  chain  of 
command.  This  supplements  the  normal  horizontal  structure  by  echelon—the  Battalion, 
Brigade,  etc.  The  conceptual  dcaign  of  BCST  follows  this  structure,  in  fact  exploits  it  to 
create  instructive  yet  interesting,  in  fact  exciting,  immersicHi  training  situations  designed  to 
train  to  standard. 

But  BCST  does  not  just  happen.  It  is  the  result  of  careful  planning  as  prescribed  in 
FM  25-100.  The  trahiing  plan  for  BCST  should  include: 

•  An  assessment  of  the  factors  determining  the  need  for  BCST.  Factors  to  be 
considered  are  such  areas  as  mission  readiness,  the  BCST  training  background 
of  (XHnmander  and  staff,  and  turnover  of  critical  personnel  in  the  staff  team. 

•  An  inventory  of  the  training  "tool  bag"  avaibble  to  the  unit.  What  there  is  (or 
could  be)  and  how  it  could  be  used?  What  is  available  in  Context  material? 
WLat  about  "a  way"  Tables  and  Modules?  Arc  there  "Tips  for  the  Trainer" 
prepared  for  the  coming  BCST?  What  does  the  local  OE  have  as  suggested 
Batde  Staff  Effectiveness  exercises  which  small  staff  teams  (XO,  SI,  S4) 
could  use  to  practice  organizational  con^tence  skills? 

•  Development  of  a  deliberate,  progi'cssive  BCST  training  plan  for  the  unit  The 
BCST  mcxlel  of  Context,  Table  or  Module  and  AAR  both  "a  way"  and  "your 
way"  provides  a  wide  range  of  training  program  alternatives  suitable  for 
various  training  environments.  With  them  and  the  array  of  distributed  training 
support  material  available,  a  detailed  "build  up"  can  be  prepared  extending  over 
several  MUTA. 

Whatever  the  training  plan  selected,  the  quality  and  nature  of  the  training  support 
will  be  vital.  It  is  more  than  distributed  training  material-paper,TV,  or  perhaps  CD  based. 
OEs  and  OCs  need  to  be  carefully  selected  and  trained.  Senior  officers  need  to  understand 
"immersion"  with  virtual  and  constructive  simulation.  Thoughtful  Training  Effectiveness 
Analyses  are  essential  to  ensure  that  the  desired  training  does  in  fact  occur.  Lastly,  the 
panoply  of  support  needs  to  be  present  to  insulate  the  unit  commander  and  staff  from  the 
nits  of  peacetime  administration  so  they  can  really  focus  on  BCST.  All  that  and  more 
prepares  the  unit  for  BCST  training. 
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SUPPORTING  INDIVIDUAL  AND  SMALL  GROUP  TRAINING 

To  this  point,  BCST  has  addressed  the  training  of  the  entire  staff  team.  It  has  been 
tacitly  assumed  that  the  individual  members  of  the  staff  have  been  trained  to  standard  and 
are  competent  in  execution  of  their  tasks.  Recent  research  by  ARI  questions  this 
assumption.  Assessment  of  active  component  battalion  staff  officers  has  revealed  serious 
inadequacies  in  both  institutional  and  unit  training.^  So  not  only  is  the  current  functional 
competence  of  individual  staff  officers  and  small  staff  teams  essential  to  the  effective 
operation  of  battalion  staffs  in  question  but  also  there  are  credible  indications  that  the 
present  staff  officer  training  system  is  part  of  the  problem.  Therefore,  wholly  aside  from 
the  development  of  BCST,  a  concept  is  required  for  the  preparation  and  conduct  of  muning 
necessary  to  train  individuals  and  staff  teams  of  the  Total  Force  such  that  they  possess  at 
least  a  minimum  IcAwl  of  tactical  and  technical  con^tence.  Consistent  with  the  conceptual 
firamework  of  BCST,  objective  competence  is  defined  as  that  required  for  the  unit  as  a 
whole  to  perform  "crawl"  level  Coordination  BCST  Tables  to  standard.  Consistent  with 
this  objective,  training  requirements  for  the  development  of  individual  staff  officer  and 
small  staff  team  proficiency  are  defined.  They  include: 

•  Develqiment  of  individual  and  small  staff  team  proficiency  in  the  tasks  defined 
as  Staff  Task  Proficiency.  Most  of  the  tasks  are  described  in  current  doctrine. 

•  Training  of  small  staff  teams  and  the  entire  unit  staffs  in  organizational 
ooo:q)etence  sldlls-essentially  creating  hi^-performance  organizations. 

•  Training  by  echelon  (horizontal)  with  the  initial  focus  at  Battalion  and  traiiting 
by  Battlefield  Operating  System  (\^cal)  from  tire  smallest  tactical  unit  such  as 
the  Hre  Support  FIST  to  the  highest  tactical  echelon  the  Artillery  Brigade  at 
Coips.  Elective  staff  officers  must  be  able  to  operate  effectively  both 
horizontally  and  vertically. 

•  Development  of  individual  and  small  team  proficiency  at  three  proficiency 
levels.  They  arc  "crawl,  walk,  and  run."  Objective  proficiency  depends  on  the 
readiness  priority  of  the  unit  and  reasonably  attainable  levels  of  proficiency  as 
determined  by  Traiiting  Effectiveness  Analyses.  All  individual  staff  officers 
and  small  stdff  teams  of  the  Total  Force  should  achieve  the  basic  or  "crawl" 
level  of  competence. 


For  more  detailed  discussion  of  ARI  research  and  its  implications  for  institutional  training,  see 
Chq)terS. 
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•  Elaborate  training  support  will  be  required,  including  OCs  and  OEs  to 
instruct/mentor  the  structured  training  of  individuals  and  teams  in  distributed 
units. 

There  is  an  explicit  training  model  associated  with  this  training.  First  and  foremost, 
there  must  be  the  explicit,  overt  support  of  the  chain  of  command.  BCST  training  diverts 
key  leaders  firom  normal  peacetime  activities.  If  the  chain  of  command  is  not  genuinely 
supportive,  intensive  command  and  staff  training  sinqily  will  not  happen . 

The  training  iiKxicl  is  very  similar  to  that  already  described  for  unit  BCST.  That  is, 
the  AAR  is  the  premier  training  event  After  the  Context  is  set  for  the  staff  officer  ot  small 
staff  team,  they  "fight"  a  Module.  The  Module  is  a  "cut  down"  Table  tailored  to  train 
individual  or  staff  officer  tasks  to  the  explicit  MOP  and  MOE  already  develoned  in  the 
Table  vignette  of  a  "day  of  battle." 

So  there  are  three  basic  components  m  the  training.  Context  is  established  in  the 
mind  of  die  single  staff  officer  or  small  staff  team;  the  Module  is  "fought";  finally,  the  AAR 
is  conducted.  Each  is  complementary  to  the  other.  The  Context  sets  the  situation  and 
stimulates  motivation  to  excel  based  on  the  looming  "warfight";  the  Module  the 

student  in  battle  and  the  AAR  compares  performance  "your  way"~individual  or  gmali 
team-tfwth  that  of  a  highly  conqjctcnt  pecr-"a  way"  execution  of  the  Module. 

While  the  model  is  quite  similar  to  that  used  for  unit  training,  there  are  several 
differences; 

•  Context  is  a  particularly  important  part  of  the  training  strategy.  Not  only  does 
it  prepare  one  for  immersion  "warfighting"  in  the  METT-T  of  the  upcoming 
hiodule  but  also  it  capitalizes  on  motivation  to  do  well  to  train  both  general 
staff  tasks  and  tasks  associated  with  performance  in  the  coming  Module.  In 
effect,  the  strategy  provides  genoal  staff  training.  Diagnostic  evaluation  is 
provided  so  the  Context  training  can  be  tailored  to  specific  individual  traiiung 
needs. 

•  The  Modules  are  derived  from  Tables  but  they  may  include  more  than  one 
Table  firom  a  "day  of  battle"  if  that  is  required  to  train  necessary  tasks.  For 
example,  an  S4  Module  should  cover  12  to  24  hours  so  logistic  impacts 
become  noticeable. 

Training  support  requirements  are  elaborate  because  of  the  high  resolution  required 
due  to  focus  on  individual  staff  actions.  MOP  and  MOE  are  appropriately  explicit  The 
backup  documentation  should  be  as  detailed  as  is  the  resolution  of  the  MOP  and  MOE 
associated  with  Staff  Task  Proficiency.  Training  support  includes  use  of  Television,  Audio 
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tq>es,  photographs,  and  both  Plan  View  and  "Out  of  window"  displays  from  virtual 
simulation.  Additional  requirements  are  likely  as  Context  training  is  sought  for  home  and 
woriq}lace  preparation. 

Development  of  individual  staff  officer  and  small  staff  team  training  should  proceed 
quickly.  Methodology  is  described  in  Chapter  2.  Development  of  individual  staff  officer 
proficiency  is  generally  agreed  to  be  a  precondition  to  successful  unit  BCST.  Clearly, 
substantial  TEA  activity  will  be  required. 

IMPLICATIONS  FOR  INSTITUTIONAL  TRAINING 

The  final  part  of  the  training  equation  is  the  role  of  the  institution.  It  would  seem 
that  the  significant  increase  in  effectiveness  and  efficiency  of  training  enabled  by  both 
training  and  technology  development  described  above  should  be  applicable  for  instimtional 
training.  The  training  institution  is  the  "schoolhouse"--that  part  of  the  support  army 
charged  with  Initial  Entry  Training  for  officas  and  c>  Jir^tca  soldiers  and  the  centralized 
professional  development  of  officers  and  noncommissioned  officers.  That  responsibility  is 
currently  vested  in  TRADCXl  The  distinguishing  characteristic  of  institutional  training  is 
that  TRADCK)  is  directly  and  explicitly  responsible  for  both  the  content  and  the  quality  of 
the  training.  By  virtue  of  current  technology,  that  institutional  training  can  be  conducted 
either  at  the  school  itself  (Leavenworth,  Benning,  Knox,  etc.)  or  distributed  to  regional 
sites  and  taught  by  certified  agencies  such  as  Army  Reserve  (USARF)  Schools. 

Emerging  training  technologies  offer  the  prospect  of  considerable  expansion  in 
institutional  training.  Virtual  and  constructive  simulation  tied  to  Tables  or  Modules  can 
permit  unprecedented  distribution  of  training  while  retaining  quality  control.  As  a  result, 
new  institutional  training  opportunities  arise.  Extending  the  known  quality  control  of 
TRADCXT  permits  individuals,  small  staff  teams  and  units  to  be  trained  in  three  locales: 
resident  instruction  as  has  been  the  case  for  years  at  the  traditional  "schoolhouse";  non¬ 
resident,  regional  instruction,  the  regional  USARF  School;  and  now  non-resident  local, 
institutional  instruction  at  the  local  Armory.  This  latter  capability  is  new.  It  offers  the 
opportunity  for  profound  change  in  training.  Considerable  institutional  training 
development  would  be  needed  to  enable  it 

Application  of  B(3ST  to  institutional  traiiung  should  be  governed  by  the  following 
training  development  guidance: 

•  All  of  tiie  traiiung  is  conducted  in  a  warfighting  environment 


•  Training  support  material  is  designed  such  that  the  same  package  applies  for 
both  resident  and  non-resident  regional  (USARF)  instruction. 

•  Institutional  BCST  is  drawn  from  the  Tables  and  Modules  prepared  for 
individual,  small  staff  team  and  unit  staff  training  in  the  unit 

•  Institutional  BCST  should  consist  of  Tables  and  Modules  reflecting  different 
levels  of  proficiency. 

•  The  basic  design  of  BCST  should  support  the  time  constraints  of  reserve 
training. 

•  All  institutional  training  should  employ  the  same  training  strategy  and  training 
support  whether  conducted  in  resident,  nonresident  regional,  or  nonresident 
local  mode. 

Those  are  six  developmental  guidelines.  They  suggest  that  there  is  imminent 
opportunity  to  change  significantly  the  substance  and  quality  of  institutional  training  for  the 
Total  Force.  Of  equal  interest,  distributed  quality  control  enabled  by  the  training  strategy 
itself  (Context,  Tables  and  AAR)  combined  with  distributed  immersion  simulation  (virtual 
or  construedve)  may  ctmverge  institutional  and  unit  BCST  training. 

Trained  DCs  and  OEs  will  be  essential  to  successful  implementation  of  this 
institutional  training  strategy,  particularly  for  noiuresident  local  training  in  the  Armory. 
Their  preparation  will  be  exceedimrly  important  The  current  division  of  instructor 
responsibility  between  AC  and  RC  wiU  need  thoughtful  review.  The  AC  may  have  to 
assume  a  greater  role  as  OCs  and  OEs. 

Qeating  Tables  and  Modules  for  institutional  training  should  not  present  an 
unacceptable  burden.  Most  of  the  necessary  "crawl"  Basic  Coordination  level  training 
should  be  enabled  by  two  missions-attack  and  defend.  Unit  BCST  training  support 
should  provide  most  of  the  raw  material  required  to  construct  diis  insdbtional  training. 

t 

Institutional  BCST  t^rpears  both  desirable  and  feasible.  | 

SUMMARY 

The  ability  to  replicate  con^lex  small  unit  combat  situadtms  with  absolute  accuracy 
in  placing  objects  in  time  and  space  on  a  visual  virtual  battlefield  fori  multiple  "reruns" 
creates  die  training  power  of  advanced  simuladon  for  Battle  Ccxnmand  S^  Training.  The 
individual  (S3),  a  small  team  (S3,  S2,  FSO),  and  the  entire  batde  staff  aU  can  be  immersed 
in  an  intense  battle  situation  which  unfolds  before  them  in  real  time;  in  Tast  Forward"  to 
challenging  decision  points  later  in  the  battle;  or  after  "Rewind,"  to  revisit  a  poor  decision 
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or  incomplete  coordination  to  do  it  again.  The  design  of  the  Tables  themselves 
presupposes  selection  of  several  critical  thirty  to  sixty  minute  "snapshots"  during  an 
ongoing  "day  of  battle."  The  end  result  should  be  significant  inpiovements  in  institutional 
and  unit  BCST  training. 

Ousters  to  follow  will  describe  the  BCST  training  concept  in  greater  detail.  It  is 
challenging:  technology  really  provides  new  options  to  enable  new  training  concepts  which 
may  be  difficult  to  imagine  in  their  aggregate.  The  following  summary  of  concepts  raised 
in  Chapter  1  may  be  useful  to  recall  central  thoughts.  They  are  restated  in  greater  detail  in 
Appendix  1.3.  In  addition.  Appendix  1.3  describes  in  detail  how  execution  of  BCST 
might  occur  during  a  MUTA  4  in  a  typical  Guard  tank  battalion. 

CONCEPTUAL  INNOVATIONS  IN  BCST 

I  •  BCST  =  StafFTaskProficiency  + Battle  Staff  Effectiveness 

•  TES  enables  perfoimance,  NOT  process-basing  of  staff  training 

•  ALB  mandates  horizontal  and  vertical  staff  training 

•  Immcrsicm  in  battle  throu^  TES  intensifies  training 

•  Tables  permit  distributed  training  tr'  standard  and  tailoring  training  to 

ooaq>etence  level  required 

i  ■ 

I  •  Train  by  direct  comparison  to  performance  to  standard 

i 

•  BCST:  a  total  individual  and  collective  training  program  for  institution  and  unit 


Appendix  1.1,  Battle  Command  Staff  Tables 

Appendix  12,  Vertical  BCST  Hre  Support  General  Mnciples 

Appendix  1.3,  Conceptual  Innovations  in  Battle  Command/Staff  Training 


^  ^  Recommend  a  careful  reading  of  ^ipendU  1.3  to  further  understand  the  BCST  concept  The  following 
ch^Nen  and  appendixes  exp^  the  ^tail  considerably,  but  it  is  tough  sledding  if  you  do  not  understand 
the  new  concepts  expressed  in  Chapter  1. 
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2.  THE  AAR 


The  purpose  of  this  chapter  is  to  discuss  the  AAR  and  how  it  should  be  structured 
to  cause  the  desired  order  of  magnitude  impnveownt  in  the  effectiveness  and  efficiency  of 
battle  command  staff  training.  The  immediate  result  should  be  significant  improvement  in 
the  quality  of  this  training  in  virtual  as  well  as  constructive  simulation.  Longer  term,  these 
changes  should  be  exported  to  the  unit  Armory  and  potentially  to  the  Guardsman's  home  to 
cause  a  major  change  in  both  requirements  for  and  capability  to  execute  battle  command 
staff  professional  development 

The  chapter  is  organized  to  discuss  several  aspects  of  AAR  development  The  main 
body  of  the  chapter  develops  the  broad  approach.  Considerably  more  detail  is  then 
provided  at  Appendices.  First  the  conceptual  rationale  underlying  the  training 
development  of  the  AAR.  Appendix  2.1  addresses  AAR  Training  Develqjment  The  next 
problem  is  to  tie  the  AAR  process  to  the  rigor  of  the  Systems  Approach  to  Training.  That 
is,  to  determine  the  appropriate  battle  command  staff  tasks,  conditions,  and  standards  as 
well  as  the  staff  interactions  to  be  trained.  Appendix  2.2  is  Tasks  for  Battle  Command 
Staff  Training.  The  explicit  staff  training  focus  is  provided  by  the  Measure  of  Performance 
or  Measure  of  Effectiveness  associated  with  the  various  individual  and  collective  tasks. 
These  arc  developed  in  Appendix  2.3,  MOP/MOE  Development.  Much  of  the  effectiveness 
of  tile  distributed  training  program  will  be  governed  by  the  quality  of  the  training  support- 
how  effectively  the  training  is  provided  to  the  Guard  recipients.  This  is  discussed  in 
Appendix  2.4,  AAR  Training  Support  Lastly,  the  "bottom  line"  of  all  this  is  the  objective 
AAR  itself.  How  all  proposed  above  is  packaged  to  be  most  useful  for  the  diverse  needs  of 
the  Guard.  Appendix  2.5,  The  Objective  AAR,  addresses  this  aspect 

AAR  TRAINING  DEVELOPMENT 

The  AAR  is  the  primary  vehicle  for  BCST.  It  combines  excitement  and  curiosity 
stimulated  by  immersion  in  challenging  "warfighting"  situations  with  the  rigor  of 
thoughtful  detailed  evaluation  of  performance  to  standard.  Consistent  with  its  importance 
to  the  training  process,  thoughtful  attention  needs  to  be  directed  at  the  design  of  the  AAR. 
Useful  research  and  subsequent  practice  has  addressed  AAR  design.  Most  of  this  work. 


led  by  TRADOC  and  ARI  has  been  focused,  however,  at  AARs  conducted  in  the  active 
con^nent  environment  of  CTC  or  capitalized  Major  Training  Area  adjacent  to  troop 
concentrations,  not  the  distributed  part-time  environment  of  .  serve  forces.  The  principles 
governing  the  conduct  of  the  AAR  remain  valid;  the  challenge  is  significant  variations  in 
i^licaticm  which  mandate  substantial  variations  in  practice.^ 

Omsistent  with  past  training  development,  the  AC-oriented  AAR  treats  command 
staff  training  as  one  element  of  a  comprehensive  training  exercise  targeting  individual  and 
collective  task  performance  at  platoon,  con^any,  and  battalion  echelons.  The  TF  AAR  is 
described  well  in  ARTEP-71-2  MTP.  BCST  occurs  but  it  is  not  tire  focal  point  of  attention. 
Staff  performance  is  generally  measured  by  completion  of  processes  rather  than  explicit 
measurable  performanc*,  yet  both  ure  required  for  effective  staff  action.  Neither  specific 
Measures  of  Performance  nor  Measures  of  Effectiveness  are  available  to  provide  rigor  to 
Bde/Bn  command  staff  training  and  evaluation.  There  is  no  comprehensive  BCST  training 
model  whidi  can  be  related  to  BCST  execution-the  AAR-to  ensure  that  the  various  piece- 
parts  of  BCST  are  trained  either  during  the  training  exercise  (FTX  or  CFX),  preceding  or 
following.  These  are  not  necessarily  serious  gaps  in  AC  BCST;  there  are  numerous  other 
opportunities  to  develop  staff  officer  or  staff  team  proficiency  at  home  station  or  in  the 
extensive  resident  school  system.  The  citizen  soldier,  however,  does  not  have  the  time 
these  "fall  backs"  require.  Therefore,  tire  need  for  new  training  development  appropriate  to 
Guard  BCST , 

Two  particularly  important  requirements  stand  out  There  needs  to  be  an  explicit 
model  of  BCST  against  which  specific  training  programs  can  be  developed.  Second,  the 
entire  BCST  training  process  needs  to  be  performance-based  not  only  to  focus  training  for 
the  various  training  audiences  but  also  so  that  there  is  a  rigorous  frame  work  of  clearly 
established  tasks,  conditions,  and  standards  which  permits  distribution  of  training  with 
minimum  loss  of  quality  control.  There  has  been  thoughtful  work  on  developing  a 
comprehensive  model  of  battle  command  staff  operations  over  the  past  twenty  years  by 
Joseph  Olmstead  and  numerous  others  in  ARI  and  elser  here.^  While  the  TRADOC 
proponents  were  protnng  task  lists  based  on  doctrine  (and  were  frustrated  by  their  inability 
to  measure  anything  other  than  staff  process),  Olmstead  investigated  the  battle  staff  as  a 
unified  integrated  system.  He  focused  on  organizational  development,  the  creation  of 


*  While  the  focus  of  this  Plyrer  is  on  reserve  applications,  there  are  proposals  which  seem  equally 
relevant  for  active  forces-such  as  formulatiGa  of  an  all-purpose  BCST  Mcdel. 

Josqrh  A.  Olmstead,  Betale  Stcff  Integration,  IDA  Paper  P-2560,  February  1992. 
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teams  possessing  Organizational  Competence,  and  what  he  described  as  Battle  Staff 
Integration.  Organizational  competence  consists  of  quality  in  sensing,  communicating 
information,  decision  making,  stabilizing,  communicating  implementation,  coping  actions, 
and  feedback.  Battle  staff  integrauon  ties  these  individual  and  staff  team  competencies  into 
an  integrated  functioning  battle  staff  by  a  series  of  recommended  actions.  Kis  model  is 
inqxMtant  and  exceedingly  useful  but  alone  it  will  not  develop  proficiency  in  executing  the 
tasks  required  by  Airland  Battle  doctrine. 

Developing  task  proficieucy  is  a  challenging  problem.  The  tenets  of  Airland  Battle 
doctrine  call  for  irutiative,  agility,  synchronization  and  depth.  Achieving  these  tenets 
requires  much  more  than  individual  staff  offiew  proficiency  in  his  or  her  staff  position, 
important  as  that  is.  In  addition,  synchronization  and  agility  require  the  development  of 
small  staff  teams  functioning  as  "one"  to  rapidly  coordinate  multi  Battlefield  Operating 
System  operations  such  as  effective  counterfire  or  suppression  of  air  defense.  In 
counterfire,  the  S2,  S3,  and  FSO  must  ^vork  as  one.  In  addition.  Airland  Battle  requires 
the  focusing  of  the  various  BOS  in  time  and  space  to  achieve  the  commander’s  intent  BOS 
need  to  be  coordinated  vertically.  The  FSO»  from  the  Company  FIST  to  the  FSE  at 
DIVARTY  must  be  on  the  same  wavelength  if  there  is  to  be  synchronization.  So  there  are 
vertical  (BOS)  teams  just  as  there  are  horizontal  (Bn,  Bde,  Div)  teams.  All  must  be  trained 
inBCST. 

The  general  BCST  model  should  include  both  vertical  and  horizontal  task 
proficiency  and  oigaitizational  competence.  The  BCST  model  formulated  for  and  used  in 
this  Paper  consists  of  Battle  Staff  Effectiveness  and  Staff  Task  Proficiency.  Battle  Staff 
Effectiveness  includes  Organizational  Competence  and  Battle  Staff  Integration,  both  as 
defined  by  Olmstead.  Battle  Staff  Effectiveness  is  trained  and  evaluated  by  competent 
Organizational  Effectiveness  (OE)  personnel.^  Staff  Task  Proficiency  is  individual  tactical 
and  technical  compete  r  ce;  and  both  vertical  and  horizontal  small  team  tactical  and  technical 
competence.  Staff  Task  Proficiency  is  trained  and  evaluated  by  the  chain  of  command  and 


3  There  is  debate  as  to  the  necessity  of  OE  personnel  separate  and  distinct  from  OCs.  The  objective 
training  support  structure  should  combine  these  skills  inter  alia  to  conserve  personnel.  Yet  current 
responsibilities  of  both  OCs  and  OEs  will  require  modification  to  implement  BCST.  Therefore  it 
seems  prudent  to  adjust  each  in  a  test-fix-test  mode  before  combining  the  two.  As  suggested  by 
Dandridge  M.  Malone  in  reviewing  BCST  in  draft,  a  middle  path  may  be  designation  of  OCIs  (OC  fer 
Information  Processing)  and  OCTs  (OC  for  Tactics).  Clearly  this  needs  to  be  assessed  in  Proofs  of 
Principle. 
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Observers/Controllers  as  it  is  done  today  at  the  0*0.  All  BCST  AARs  are  structured 
to  enable  and  reinforce  this  model. 

The  second  major  training  development  challenge  is  to  performance-base  the  BCST 
training  process.  This  is  done  by  first  determining  what  it  is  that  the  most  effective  and 
efficient  portion  of  die  training  process-the  AAR~should  train.  The  focus  is  not  just  tasW 
but  rather  task-related  explicit  Measures  of  Performance  or  Measures  of  Effectiveness  tied 
to  specific  battle  situations  (METT-T).  Discussion  of  these  is  at  the  heart  of  the  BCST 
AAR.  The  MOP/MOE  represent  all  the  elements  of  Battle  Staff  Effectiveness  and  Staff 
Task  Proficiency.  Then  these  specific  battle  situations  (vignettes  in  "days  of  battle"  or 
Tables)  are  created  in  distributed  virtual  Tactical  Engagement  Simulation  (TES).^  The 
training  technique  to  performance  base  is  "a  way"  execution  of  basic  BCST  in  fixed  Tables 
by  very  competent  units  compared  to  "your  way"  BCST  execution  by  the  unit  in  training 
fighting  the  same  table.  The  primary  training  technique  for  Guard  BCST  AARs 
is  to  develop  and  compare  "a  way"  and  "your  way"  execution  of  Tables  in 
virtual  simulation.  Characteristics  of  "a  way"  and  "your  way"  AARs  are  discussed  in 
greater  depth  at  App.  2.1. 

Training  develqnnent  should  be  able  to  improve  the  AAR  considerably; 

•  The  AAR  could  be  sequenced  to  stress  multiple  simultaneous  missions  as  well 
as  the  current  CTC  sequenced  mission  nKxlel  of  Plan,  Prepare,  Execute.  This 
could  vary  the  tempo  of  operations  dependent  on  various  training  needs. 

•  Once  the  "a  way"  Tables  are  developed,  their  AAR  can  be  extracted  for 
individual  or  small  staff  team  train  up  or  remedial  training  in  the  armory  or 
distributed  to  work  site  or  home.  Specific  mini-exercises  can  be  created  to 
address  persistent  training  deficiencies.  While  the  focus  is  on  unit  BCST, 
tiiese  should  be  eqilially  relevant  for  institutional  training  drawing  on  the 
efficiencies  of  commpn  knowledge  of  the  METT-T  of  the  Tables.  "Your  way" 
Tables  offer  the  opportunity  to  train  by  "what  ifs."  That  is,  the  opportunity  to 
try  other  courses  of  action  or  various  combinations  of  BOS  compared  to  the 
original  "your  way."  b  sum,  in  "a  way,"  you  can  make  direct  comparison  to 
quality  "pro"  perfonriance  of  identical  tasks.  In  "your  way"  you  can  "try 
again"  errq)loying  alt^atives.  Each  technique  is  conducive  to  significant 
increases  in  die  efiectivlpness  and  efficiency  of  training. 


^  Snbsistent  emulation  (MILES)  and  constructive  emulation  (CBS,  BBS)  can  be  effective  also.  Virtual 
simulatiofl  (SIMNET)  seems  best  for  distributed  Bn/Bde  BCST  for  reserve  forces  because  it  immerses 
distributed  sta^  effectively. 
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•  Technology  pcraiitting,  distributed  virtual  simulation  today  will  advance  as 
depth  of  understanding  of  BCST  and  the  importance  and  utility  of  the  AAR 
increases.  Better  training  through  better  vertical  and  horizontal  AARs  seems 
certain. 

Appendix  2.1  extends  the  discussion  of  AAR  training  dcvelopmenL  Exploitation  of 
the  potential  of  the  BCST  AAR  has  just  begun. 

TASKS  FOR  BATTLE  COMMAND  STAFF  TRAINING 

There  is  no  unified,  accepted  BCST  task  list.  Therefore,  it  has  been  necessary  to 
develop  a  new  approach  both  for  task  development  and  for  the  implementing  training 
strategy  itself.  Basically  there  were  two  ways  to  go. 

Alternative  A:  Review  and  use  or  conduct  front  end  analyses  of  individual  and  team 
competencies  required  including  BOS  functional  (vertical  and  fiorizontal)  and  Battle  Staff 
Effectiveness  proficiencies.  Select  tasks  from  woric  done  by  ilie  Gaining  development 
process  in  TRADOC  supported  by  individual  ARI  Field  Units,  then  build  the  Tables  to 
train  these  tasks  to  proficiency. 

Alternative  B:  Use  CTC  experiences  recreated  in  simulation  which  permits  learning 
while  "warfighting"  to  build  the  tasks.  "Build"  from  back  (AAR)  to  front  (Table)  by 
ensuring  that  the  appropriate  MOE/MOP  reflecting  iiiq)ortant  tasks  are  included  in  the  AAR. 
Then  design  the  Tables  to  train  to  the  AAR.  Essential  task  proficiency  .should  "fall  out" 

Alternative  B  is  recommended.  It  does  not  rely  on  constructing  elaborate  task  lists 
and  it  is  practical  in  that  it  permits  steadily  improving  resolution  with  successive  iterations 
of  BCST  in  Proofs  of  Principle.  In  other  words  it  is  supportive  of  "getting  smarter  as  we 
go"--a  useful  learning  characteristic  when  breaking  new  ground.  The  steps  ate  io  select  a 
working  list  of  tasks  to  "get  in  the  BCST  ballpark,"  and  then  define  MOP  and  MOE  for  tiie 
initial  BCST  iterations.  Lastly,  design  the  trairung  support  and  AAR  necessary  to  bring  all 
together  for  Proof  of  Principle  trials.  Those  steps  are  described  in  the  balance  of  this 
Chapter. 

Tliere  are  three  general  sources  for  initial  Staff  Task  Proficiency  tasks  available. 
They  are  the  tasks  included  in  the  ARTEP-71-2  MTP  "Mission  Training  Plan  for  the  Tank 
and  Mechanized  Infantry  Battalion  Task  Force";  the  Combined  Arms  Tasks  developed  by 
ARI  Presidio  of  Monterey  for  the  Combuied  Arms  Center  at  Fort  Leavenworth  and  the 
Army  Command  and  Control  Evaluation  System  (ACCTES)  developed  by  ARI  Fort 


Leavenworth  in  support  of  staff  training  at  Leavenworth  and  in  the  Battle  Command 
Training  Program  at  Division  and  Corps  echelons.^ 

•  ARTEP  7 1  -2  MTP  is  excellent  Five  year>  old,  it  may  be  slightly  out  of  date. 
There  are  very  specific  tasks  laid  out  for  key  staff  members  but  there  is 
virtually  no  discussion  of  collective  skills  needed  by  small  staff  teams  or  of  the 
requirements  of  Battle  Staff  Integration.  It  is  difficult  to  establish  linkages 
from  task  to  task  in  mission  planning,  preparation  and  execution. 

•  Most  of  these  deficiencies  are  corrected  in  the  Combined  Arms  Battle  Tasks 
prepared  by  ARI  Monterey.  There  are  very  useful  linking  task  diagrams  and 
the  mission  has  been  subdivided  into  various  phases  and  segments.  This 
taxonomy,  combined  with  a  categorization  of  tasks  by  Battlefield  Operating 
Systems,  appears  exceedingly  useful  for  the  StaH'Task  Proficiency  portion  of 
BCST.  The  ARI  product  also  draws  on  careful  observation  of  "warfighting"  at 
the  Combat  Training  Centers,  particularly  the  National  Training  Center.  It 
^ipears  highly  promising. 

•  The  third  alternative  is  the  ACCES  methodology  established  by  ARI 
Leavenworth.  While  ACCES  provides  clearly  useful  ways  :o  assess  battle 
staff  command  and  control  such  as  an  excellent  checklist  and  evaluation 
methodology  for  reviewing  information  flow  to  and  from  the  Division  Sta^, 
ACCES  is  wholly  process-oriented.  Division-level  processes  are  not 
necessarily  the  same  at  Battalion.  There  are  few  opportunities  for  the  hard 
MOP  sou^t  in  training  Staff  Task  Proficiency.  On  the  other  hand,  there  may 
be  very  useful  MOE  for  Organizational  Competence  in  training  Battle  Staff 
Effectiveness. 

Considering  the  above,  the  Combined  Anns  Battle  Tasks  are  naost  promising  as  the 
primary  framework  for  BCST  development  Furthermore,  the  current  staff  planning 
model-Plan,  Prepare,  Execute-should  be  the  model  at  least  for  midal  development  Later 
it  will  clearly  be  necessary  to  include  an  alternative  model,  perhaps  Monitor,  Plan,  Direct 
which  may  better  address  multiple  simultaneous  missions. 

To  start  with  the  easier  horizontal  training  challenge,  I  recommend  Battalion  rather 
than  Brigade  echelon  for  initial  development  The  choice  for  vertical  BCST  is  easy.  Fire 
Siqrport  is  a  continuing  staff  coordination  problem;  therefore,  it  is  well  documented.  There 
is  a  Fire  Support  Exercise  that  could  be  available  as  a  development  model  already  in 

^  Other  relevant  ARTEP-MTP  ait  those  at  Brigade  and  supporting  functional  uniu  such  as  Direct 
Support  Artill^  and  Forward  Support  Batulions  bid  Engineer,  Air  Defense  Artillery,  and  Intelligence 
company  lixe  units. 
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existence  in  TRADCK!.  In  order  to  initiate  BCST,  Battalion  TF  Defense,  Execution  is 
recommended  as  the  horizontal  mission.  Fire  Support  is  the  vertical  BOS  proposed  for 
detailed  development  For  elaboration,  see  App.  1.2. 

The  next  challenge  is  to  ensure  that  the  ingredients  of  the  BCST  model  arc  trained. 
Both  Battle  Staff  Effectiveness  and  Staff  Task  Proficiency  need  to  be  enabled.  Here  the 
virtue  of  building  back  from  an  AAR  to  a  "warfight"  Table  stands  out  As  the  AAR  is 
constructed,  included  arc  staff  officer  tasks  from  the  Planning  segment  of  the  Combined 
Arms  Battle  Tasks  supplemented  by  individual  tasks  from  the  ARTEP->^.  An  excellent 
staff  position  to  start  with  could  be  either  the  S4  or  the  S2.  Logistics  is  challenging 
horizontally  and  it  immediately  goes  vertical  to  accomplish  the  battle  missions  (to  Brigade- 
Forward  Support  Battalion  or  DISCOM).  On  the  other  hand,  there  are  pressing  challenges 
of  S2  competency  in  many  Guard  imits. 

Small  staff  team  tasks  proceed  from  the  task  linkages  included  in  the  Combined 
Arms  Battle  Tasks.  There  is  little  previous  training  development  here.  A  useful  team  to 
select  for  development  is  the  S2,  S3  and  FSO.  Both  the  ARTEP-MTP  and  the  Combined 
Arms  Battle  Tasks  at  Battalion  echelon  provide  sufficient  detail  to  define  requirements  for 
an  AAR  and  tfius  start  MOP/NIOE  development  Battle  Staff  Effectiveness  processes  have 
been  defined  and  process  assessment  worksheets  prepared.  Development  of  BSE  MOE 
will  be  slow  but  all  of  the  necessary  information  is  there.  Here  the  ACCES  woric  will  be 
helpful. 

In  sum,  there  is  sufficient  task  information  available  to  proceed.  It  will  be 
challenging-test,  fix,  test-but  the  development  process  proposed  is  suited  for  this  kind  of 
situation.  It  is  designed  to  build  as  it  goes.  The  next  step  is  to  develop  the  rigorous  MOP 
and  MOE  which  will  drive  the  AAR.  Additional  discussion  of  BCST  tasks  in  included  at 
Appendix  2.2. 

MOP/MOE  DEVELOPMENT 

The  "cutting  edge"  of  BCST  is  the  rigor  of  MOPAIOE.  They  translate  general 
statements  of  what  needs  to  be  done  in  battle  into  very  specific  practical  warfighting 
examples  tied  to  task,  condition  and  standard.  In  addition,  by  virtue  of  the  tactical 
resolution  of  TES  (vLtual  or  constructive  simulation),  MOP/MOE  can  be  related  to  explicit 
replicable  warfights  (to  "fixed"  initial  METT-T)  which  immerse  the  staff  member  or  staff 
team  in  the  excitement  of  an  ongoing  warfight  to  intensify  and  accelerate  the  BCST  training 
process.  In  other  words,  MOP/MOE  discussed  in  AAR  are  no  longer  abstract  goals  or 
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principles.  Rather  they  are  specific  examples  of  how  important  tasks  are  performed  by  a 
highly  competent  unit  executing  the  same  mission  you  will  face  in  BCST— "a  way."  Or 
they  are  the  practical  performance  standards  against  which  you  and  your  unit  are  evaluated 
as  you  train  to  BCST  Tables-"your  way." 

As  the  enabler  of  BCST,  explicit  MOP/MOE  must  be  prepared  for  each  of  the 
training  audiences  prescribed  in  the  BCST  model.  Staff  Tasl ;  Proficieticy  and  Battle  Staff 
Effectiveness  are  expressed  to  the  individual,  small  team  or  unit  in  training  as  explicit 
MOP/MOE  vritich  are  tied  to  very  explicit  METT-T  in  Tables.  Available  to  be  observed  in 
"a  way"  Tables  or  mini  exercises,  there  can  be  little  doubt  precisely  what  performance  is 
expected  of  the  staff  officer,  small  staff  team,  or  entire  battle  staff  either  in  doctrinal  task 
performance  or  in  organizational  conqwtence. 

To  demonstrate  MOPAIOE  development,  the  S4,  the  S2,  S3,  FSO  small  staff  team 
and  Bn  TF  Defense  Execution  Phase  are  selected  for  detailed  layout  Their  MOP/MOE  are 
sketched  out  in  Appendix  2.3.  They  are  developed  by  the  following  general  steps; 

1.  Deflne  a  general  statement  of  the  task,  condition  and  established 
standard  for  tliC  individual  staff  positions  or  the  staff  teams  to  be 
trained.  Where  the  current  task,  condition  and  standard  may  not  provide 
sufficient  guidance  as  to  Measures  of  Performance  or  Measures  of 
Effectiveness,  additional  Proponent  guidance  may  be  required  based  upon 
Cre  analyses  and  combat  lessons  learned. 

2.  Describe  what  must  occur  in  "a  way"  warfight  to  cause  evaluation 
data  required  in  1  above  to  be  developed.  The  METT-T  of  the 
waifi^t  are  adjusted  to  ensure  tiiat  tire  expected  MOP/MOE  will  develcq).  For 
example,  when  the  vertical  BOS  is  CSS  and/or  the  S4  or  SI,  S4,  and  Battalion 
Motor  Officer  are  the  staff  officer  or  small  staff  team  respectively,  the  warfight 
should  ensure  that  logistics  are  stressed.  Start  the  mission  with  support  well 
drawn  down.  The  data  should  be  taken  from  "successful"  CTC  performance 
of  the  same  tasks  by  a  good  unit 

3.  Fight  the  "a  way"  combat  action,  collect  explicit  MOP  data 
rdated  to  each  of  the  selected  tasks.  Hght  the  "warfight"  or  Table  in 
simulation  witit  a  detailed  collection  plan  to  ensure  that  all  MOP/MOE  data  are 
oqrtured.  Ideally  this  detailed  data  would  come  from  actual  CTC  data  rather 
than  a  simulation  run.  Simulation  should  mimic  ground  truth.  However,  the 
need  to  develop  high  resolution  data  for  MOE/MOP  purposes  may  mandate  use 

simulation  data  for  tite  immediate  future. 

4.  Write  expanded  MOP  oriented  to  the  "a  way"  execution— if  MOE, 
explain  nature  of  the  expert  interpretation  of  MOP  which  is 
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required.  Literally  "fill  in  the  blanks"  of  the  MOP/MOE  using  the  data 
collected  from  the  "warfighL"  When  conpleted  and  packaged  for  the  particular 
AAR  desired  for  the  training  audience,  this  becomes  the  "a  way"  AAR. 

5.  Translate  the  specinc  **8  way"  MOP  to  the  MOP  collection 
requirements  for  "your  way"  execution  of  the  Table.  Knowing 
what  the  explicit  "a  way"  MOP/MOE  are,  ensure  that  collection  means  are 
available  to  collect,  process  and  disseminate  the  "your  way"  MOP/MOE  into 
the  "your  way"  AAR. 

That  is  it  The  process  described  is  neither  simple  nor  inexpensive.  As  we  will 
discuss  below  in  the  Objective  AAR,  there  could  be  a  requirement  to  build  tens  of  training 
noodules.  On  the  other  hand,  each  Battalion  "warfight"  Table  or  Module,  properly  fought 
and  documented  in  simulation,  can  provide  quality  training  support  material  for  highly 
effective  and  efficient  immersion-based  distributed  individual  and  collective  training  to 
precise  standard  in  either  institution  or  unit  Such  a  capability  could  simplify  Total  Force 
training  enormously. 

AAR  training  sui^xrrt  may  be  the  pacing  c^ability  to  enable  this  concept 


AAR  TRAINING  SUPPORT 

All  that  is  proposed  above  is  intended  to  advantage  the  breakthrough  in  potential  for 
training  which  is  offered  by  extensive  use  of  Tactical  Engagement  Simulation.  TES  is  not 
only  desirable  but  highly  feasible  for  distributed  quality  training.  Most  of  the  basic  training 
development  has  been  done.  The  breadboard  technologies  are  here.  A  very  real  challenge 
for  distributed  application  across  the  National  Guard  will  be  the  quality,  the  ease  of 
operation,  and  the  ruggedness  of  what  finally  arrives  at  the  average  armory  to  enable  the 
training— the  training  support  In  addition,  the  training  structure  (OCs  and  G£s)  and 
necessary  policies  and  implementing  programs  must  be  developed. 

Objective  AAR  training  support  should; 

•  Be  absolutely  responsive  to  the  imagination  of  the  BCST  training  developer 
seeking  better  trairung  techniques,  be  be  or  she  in  TRADOC,  at  State,  or  in  tire 
unit  striving  to  respond  to  particular  requirements  of  the  chain  of  command. 
The  technology  can  maiupulate  time  and  space.  It  possesses  the  potential  to 
outdo  the  most  imaginative  NFL  sportscastcr  in  explaining  what  has  happened 
or  should  happen.  This  capability  should  be  decentralized  to  as  low  an  echeltm 
as  possible  where  talented,  innovative  Guardsmen  will  figure  out  better  ways 
to  use  the  technology.  Similarly,  the  training  support  should  be  operable  from 
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fixed  annory  to  cold  wet  field  training  location  to  home  or  work  site  of  the 
individual  commander  or  staff  officer. 

•  Be  set  up  to  permit  the  most  complex  operations  to  be  routinized.  For 
example,  the  data  collection  required  locally  to  permit  constructing  "your  way" 
AARs  to  compare  with  "a  way"  AARs  will  be  formidable.  So  will  causing  an 
execution  matrix  to  "come  alive”  in  four  dimensions  to  demonstrate 
synchronization  requirements-how  to  or  how  not  to.  This  is  not  difficult  to 
XDUtinize  if  the  detailed  training  suppon  requirement  including  requirements  for 
OCs  and  simulation  enhancers  such  as  "instant  replay"  and  "magic  carpet"  is 
carefully  defined  well  in  advance.  This  definition  should  accompany  the  Proof 
of  Principle  process. 

•  Be  extraordinarily  sensitive  to  the  time  constraints  on  the  Guardsman.  Develop 
trairting  support  to  conserve  time.  For  example,  complex  as  it  may  be,  the 
AAR  should  be  ready  for  the  staff  officer,  staff  team  or  unit  in  training  within 
15  minutes  after  completitxi  of  the  Table  exercise. 

These  may  seem  to  be  excessive  requirements.  Pediaps  they  are  for  "your  way" 
AARs,  at  least  irutially.  But  "a  way”  can  be  constructed  centrally  where  necessary 
expertise  is  available.  Expectations  of  con^lex  yet  highly  usable  and  effective  training 
suppon  should  be  unyielding  with  respect  to  "a  way."  Encouraging  progress  is  being 
made  with  the  ARI-develqped  Unit  Performance  Assessment  System  (UPAS).  An  initial 
PC-based  AAR  suppon  capability  is  already  in  test.  Early  models  could  be  optimized  tc 
permit  distributed  "a  way"  AARs.  These  kinds  of  initiatives  should  be  encouraged.  "Your 
way"  may  take  longer  to  actualize.  Appendix  2.4  contains  additional  detail  on  AAR 
trairting  support 

The  one  certain^  widi  respect  to  immersion-based  distributed  BCST  is  that  new,  as 
yet  unexpected,  trairting  opportunities  and  requirements  will  arise  as  individuals  and  units 
discover  new  TES  capabilities  both  constructive  and  subsistent  For  example,  why  not 
create  a  UCOFT-like  Literactive  trainer  for  individual  staff  officers  with  trairting  support 
drawn  from  early  Battalion  echelon  Table  development?  The  rigor  of  MOP/MOE 
developed  for  die  Table  should  have  many  applications.  Other  "ah  ha”s  are  sure  to  follow. 
Guard-oriented  training  support  must  lead,  not  follow.  Nowhere  is  this  more  evident  than 
in  considering  the  Objective  AAR. 

THE  OBJECTIVE  AAR 

It  should  be  evident  both  that  die  AAR  is  very  important  to  BCST  and  that  uaining 
and  simulation  technologies  offer  a  broad  range  of  AAR  opportunities.  What  is  desired? 
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What  should  be  the  "mark  on  the  wall"  for  development?  There  are  ample  precedents  in 
Combat  Training  Center  experience.  A  routinized  procedure  has  been  institutionalized.  It 
is  expressed  in  the  ARTEP-MTP  for  the  appropriate  unit.  However,  the  process  reflects 
the  training  requirements  and  training  environment  of  the  active  force.  Some  adjustments 
are  necessary  for  the  Guard. 

Considering  the  time  and  focus  the  AAR  deserves  and  receives,  more  should  be 
provided  than  unit  collective  training.  There  needs  to  be  solid  training  across  the  range  of 
both  Staff  Task  Proficiency  and  Battle  Staff  Effectiveness.  Individual  staff  officers  and 
small  staff  teams  should  be  trained  not  only  in  battle  tasks  but  also  in  organizadonal 
competencies. 

The  AAR  should  have  very  flexible  composition  such  that  it  can  be  tailored  for  as 
many  potential  users  as  possible.  Units,  State  Academies,  vertical  staff  teams,  all  can  have 
uses  for  miniexercises  in  simulation.  Each  needs  a  different  AAR  to  provide  the  most 
effective,  efficient  distributed  training  to  standard.  And  as  the  Tables  proliferate,  different 
presentation  media  will  probably  be  the  norm,  not  the  exception.  AAR  content  should  not 
be  dependent  on  virtual  simulation  alone. 

This  all  suggests  that  the  AAR  should  be  modular  in  design  in  order  to  respond  to 
the  many  training  requirements  which  can  be  expected  across  the  Guard.  Modules  could  be 
required  for  each  primary  staff  position  and  small  staff  team.  Each  BOS  presents  a  slightly 
different  AAR  requirement  Some  potential  modules  are  listed  in  App.  2.5. 

It  seems  evident  that  the  extraordinary  power  of  7ES  tied  to  the  Systems  Approach 
to  Training  has  created  training  potential  to  addr  ess  many  Guard  training  challenges. 
Capability  is  limited  only  by  the  intent  of  the  trair.  x  and  the  design  of  the  particular  AAR 
and  Table.  "A  way"  and  "your  way"  tied  to  distributed  virtual  simulation  are  ready  for 
training  challenges  well  beytmd  BCST. 

So  what  is  the  Objective  AAR?  It  is  a  family  of  AARs  tailorable  to  the  diverse 
needs  of  Staff  Task  Proflciency  and  Battle  Staff  Effectiveness  training.  All  of  the  AAR  are 
grounded  in  several  well  documented  w^rfights  in  virtual  or  constructive  simulation  and  all 
are  structured  by  the  Prqxrnent  to  support  distributed  BCST  to  standard. 
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3.  BCST  TABLES 


Chapter  3  develops  the  "engine"  for  BCST,  That  is,  the  Tables  and  derivative 
Modules  which  are  the  warfighting  experiences  at  the  hean  of  intensive  training  by 
immersion  in  virtual  simulation.  ^  The  Tables  must  serve  two  needs.  They  must  produce 
the  behavior  cues  which  will  stimulate  unit,  small  staff  team,  and  individual  staff  officer 
execution  of  the  desired  MOP  and  MOE.  Secondly,  they  must  present  a  sufficiently 
realistic  warfighting  experience  on  the  modem  battlefield  that  they  produce  the  excitement, 
the  challenges,  the  emotions  of  total  involvement  in  battle-immersion  training.  They  must 
be  carefully  developed  and  institutionalized  so  that  they  are  both  powerful  "fun"  staff 
training  and  relatively  easy  to  set  up  for  weekend  drills. 

The  chapter  discusses  several  aspects  of  creating  Tables  and  Modules.  Initially  the 
broad  requirements  are  explained.  Then  additional  detail  is  provided  in  Appendices.  First 
we  develop  an  array  of  scenarios  for  the  design  of  the  Tables  which  vary  not  only  the 
intensity  of  the  training  experience  but  also  the  nature  of  tiie  staff  processes  required  as  well 
as  packaging  alternatives  responsive  to  various  Guard  training  time  availability.  Appendix 
3.1  is  Table  Training  Scenarios.  Having  conceptualized  the  Tables,  the  next  step  is  to 
translate  concept  to  practical  reality  in  Proofs  of  Principle  for  execution  by  typical  units 
vvith  tqipropriate  Training  Effectiveness  Analyses.  This  is  the  subject  of  Appendix  3.2, 
Tables  for  the  Proof  of  Principle.  One  of  the  greatest  challenges  in  institutionalizing 
exciting  immersion  BCST  training  is  quickly  transitioning  the  unit  from  the  peacetime 
world  to  the  swirl  of  battle  such  that  they  are  not  overwhelmed  by  onrushing  events.  How 
to  effectively,  efficiently  Set  the  Context?  This  is  the  subject  of  Appendix  3.3.  Then,  what 
needs  to  be  done  to  "make  it  happen"?  What  developments  are  required  in  technology  or 
training  to  do  the  Proofs  of  Principle?  Who  must  be  trained  in  what  to  support  the  Proofs 


^  Tobies  are  intended  to  complement  Situational  Training  Exercises  (STX)  in  the  Anny  training  support 
inventory.  STX  require  collective  task  performance  to  condition  and  standard  in  execution  of  likely 
warfighting  missions.  Tables  enable  STX  by  requiring  performance  to  task,  condition,  and  standard 
with  explidt  Mission,  Enony,  Terrain,  Troops  and  Time  Available.  Tables  are  particularly  useful  in 
enabling  distributed  training  to  comparable  standard  now  that  Tactical  Engagement  Simulation  permits 
precise  distributed  replication  of  METT-T.  For  extended  discussion  of  Tables,  see  Enclosure  A. 
Tactical  Tables,  to  "A  Simulation-Based  Intensified  Training  Readiness  Suategy  for  the  Reserve 
Component,"  IDA  Ptq)er  P-261 1,  December  1991. 
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of  Principle  and  subsequent  institutionalization?  This  is  discussed  in  Appendix  3.4,  Table 
Training  Support 

TABLE  TRAINING  SCENARIOS 

In  Chapter  2,  the  process  for  generating  the  warfighting  MOP  and  MOE  was 
developed.  Essentially,  the  training  development  process  requires  a  general  statement  of 
the  required  tasks,  conditions  and  standards;  description  of  what  must  occur  in  an  "a  way" 
warfight  to  generate  the  data;  fighting  of  the  action  "a  way";  translation  of  the  specifics  of 
the  action  to  explicit  MOP  and  MOE-how  to  do  it  "a  way";  and  lastly,  translation  of  "a 
way"  MOP  and  MOE  to  data  collection  for  "your  way"  execution  by  the  staff  in  training. 
In  Ch^ter  2,  we  are  concerned  with  the  second  step,  what  must  occur?  What  should  be 
the  design  of  the  Table  or  warfighting  experience,  the  snapshot  of  a  "day  of  battle"? 

The  design  process  centers  on  producing  staff  behavior  cues.  Cues  are  the 
dominant  and  essential  product  of  executing  a  Table  or  a  derivative  Module.  The  Table  is 
designed  to  create  a  series  of  cues  which  will  stimulate  staff  action,  or  inaction,  directly  and 
specifically  related  to  prescribed  MOP  or  MOE  from  the  individual  staff  member,  small 
staff  team  or  entire  battle  staff.  A  Table  is  not  just  an  exciting  vignette  of  battle.  It  is  that; 
but  more  important,  it  is  a  carefully  crafted  set  of  cues  to  cause  training  in  Staff  Task 
Proficiency  and  Battle  Staff  Effectiveness  to  occur  for  both  horizontal  and  vertical  BCST. 
The  training  development  challenge  is  to  assemble  the  proper  cues  in  logical  sequence  to 
erisure  that  the  desired  training  takes  place. 

It  is  a  challenge,  but  the  developer  has  considerable  flexibility.  Doctrine  has  been 
translated  into  detailed  task,  condition  and  standard.  Battlefield  actions  toe  governed  by 
Mission,  Enemy,  Troops,  Terrain,  and  Time  Available-all  of  which  can  be  varied  to 
produce  appropriate  cues.  !t  Tj  not  a  free  ride,  however.  Planning  tempos  vary  by  BOS 
and  echelon.  TES  itself  is  still  de  veloping.  Satisfactory  limited  visibility  is  yet  to  come  in 
virtual  simulation.  But  in  sum,  there  is  more  than  enough  to  start  In  Appendix  3.1, 
thirteen  various  combinations  of  Tables  are  suggested.  The  "day  of  battle"  in  Scenario  1 
Tables  1  to  4  (Rg.  3.1-1,  App.  3.1)  is  tough.  A  deteriorating  enemy  situation  brings 
multiple  overlapping  unit  missions.  The  Battalion  TF  goes  from  Hasty  Attack  to  Hasty 
Defense  to  Delay.  Tne  staff  must  Monitor,  Plan  and  Direct  simultaneously.  The  Tables  arc 
30-  to  60-minutc  "snapshots"  of  the  action  during  that  day.  These  arc  difficult  "post  CTC 
class"  challenges;  and  ways  to  intensify  the  training  even  more  arc  suggested  to 
demonstrate  the  power  of  simulation. 
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Tables  1-4  portray  the  training  flexibility  available  to  the  chain  of  command.  The 
training  developer  can  manipulate  both  space  (x,  y,  z  axes)  and  time  (t)  in  fractions  of 
seconds,  x,  y,  z,  t  can  be  recreated  precisely  for  all  of  the  objects  on  the  battlefield.  Four 
"snapshots,"  Tables  1-4,  were  selected  from  Scenario  1.  The  "snapshot"-number, 
frequency,  and  duration-can  be  varied.  The  simulation  can  Fast  Forward  and  Rewind.  Of 
course,  the  unit  is  "on  its  own"  once  the  batde  begins  but  the  training  developer  can 
inteiject  precise  and  replicable  changes  in  mission,  enemy  activity,  and  friendly  suppon  as 
the  battle  progresses.  When  the  day  is  over,  the  developer  has  the  potential  to  have  the 
complete  record  of  virtually  all  activity  by  individual  staff  officer  and  small  staff  team  in 
both  battle  tasks  and  organizational  processes.  To  improve  the  quality  of  the  data,  for  MOP 
and  MOE  use,  the  same  day  could  be  fought  several  times  by  the  "a  way"  unit-similar  to 
multiple  "takes"  in  producing  a  training  film.2 

Scenario  3,  Tables  5-7  (Fig.  3.1-2,  App.  3.1),  addresses  a  different  BCST 
challenge.  These  "snapshots"  focus  on  two  days  of  Battalion  Task  Force  Deliberate 
Defense  for  units  which  want  to  train  in  tlie  familiar  Plan,  Prepare,  Execute  sequence  of 
CTC  training.  Table  5  is  Plan;  Table  6  is  Prepare;  and  Table  7  is  Execute.^  Scenario  4, 
Tables  8-11  (Fig.  3.1-3,  App.  3.1),  is  designed  to  fall  between  the  preceding  sets  of 
Tables  in  difficulty.  They  portray  Movement  to  Ck)ntact,  Hasty  Attack  over  a  6-hour 
period.  | 

The  range  of  training  possibilities  permitted  by  these  Tables  should  be  evident  As 
Hme  Available  is  varied,  planning  can  be  compressed  to  the  point  that  s^  drills,  in  fact 
unit  action  drills,  become  essential.  Other  METT-T  factors  can  be  varied  with  equivalent 
effects  dependent  on  the  training  objectives  of  the  proponent  who  constructs  the  Tables 
Remember,  however,  that  the  purpose  of  the  Tables  is  not  the  explicit  warfighting  action, 
challenging  as  it  may  be.  The  purpose  is  to  develop  the  cues  required  to  develop  the  MOP 
and  MOE  associated  with  Staff  Task  Proficiency  and  Battle  Staff  Effectiveness.  Creating 
proper  cues  is  the  purpose  of  the  Table. 

The  Tables  described  above  address  different  models  of  the  processes  of  staff 
tactical  planning.  Appendix  1.1,  Battle  Command/S  taff  Tables  introduced  the  concept  of 
BSCT  with  Tables  grouped  by  levels  of  complexity  comparable  to  the  levels  proposed  for 


2  Geariy,  the  feasibility  of  multiple  iterations  will  be  determined  by  the  nature  of  the  ”a  way”  fight  On 
the  ground  at  the  CFC,  one  or  at  most  two  iterations  is  about  it  In  viruial  or  constructive  simulation, 
sev^  iterations  of  ”a  way”  are  feasible. 

^  Table  7  is  the  horizontal  Table  proposed  for  the  Proof  of  Principle. 
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small  unit  Tactical  Tables.  The  hierarchy,  Basic  Coordination  Tables,  Staff  Action  Tables, 
and  Command/Staff  Reaction  Tables,  is  explained  for  BCST  at  Enclosure  App.  3.1,  Battle 
Command/Staff  Tables.  Scenario  2,  Tables  lA  and  IB  (Fig.  3.1-4,  App.  3.1),  portrays 
this  way  of  constructing  Tables.  The  basic  scenario  is  similar  to  Scenario  1-that  is.  Hasty 
Attack  to  Hasty  Defense  to  Delay.  Now,  however.  Table  1  is  made  more  difficult  by 
adding  enemy  and  reducing  planning  time  to  make  a  Staff  Action  Table  (1  A)  then  still  more 
enemy,  less  time  and  greater  friendly  losses  to  create  the  Reaction  Table  ;1B).'^ 

Thus  far.  Table  modifications  have  been  oriented  to  the  various  BCST  training 
outcomes  which  arc  possible.  Now  to  review  the  possibilities  for  modifying  the  Tables. 
That  is,  the  entire  training  package  of  Context,  Table  and  AAR  adjusting  to  the  diverse 
scheduling  requirements  of  Guard  units.  BCST  can  be  scheduled  for  a  UI  \  1  (4  hours)  or 
various  multiples  up  to  MUTA  5  (20  hours).  The  design  of  BCST  must  be  amenable  to 
very  flexible  scheduling.  Enclosure,  App.  3.1,  Table  Execution:  Thi\  t'.  Alternatives 
MUTA  2  or  3,  portrays  various  combinations.  Clearly,  all  of  the  traininj-  needs  to  be 
packaged  modularly,  leaving  as  much  flexibility  as  possible  to  the  local  chair  of  command. 
Uniformity,  training  to  common  standard,  comes  in  "a  way"  and  the  expbdt  MOP  and 
MOE,  not  in  mandated  uniform  scheduling  sequences. 

Flexibility  should  apply  not  only  to  the  training  of  the  unit  staff  as  a  wh(  <le  but  also 
to  the  training  of  the  individual  staff  members  and  the  small  staff  teams  "A  way" 
executiem  of  any  of  the  thirteen  Tables  suggested  above  should  be  available  cut  up  into  "bite 
size"  modules  addressing  individual  and  small  te^m  as  well  as  full  staff  training 
requirements  to  develop  proficiency  in  staff  tasks  and  organizational  processes.  These 
modules  were  discussed  in  Appendix  2.S.  See  Enclosure,  App.  2.5,  AAR:  Application  of 
Modules.  They  should  be  available  for  the  unit  staff  in  training. 

Units  will  have  umque  training  situations  which  need  to  be  addressed  if  the  BCST 
is  to  be  responsive  to  the  various  chains  of  command.  This  will  not  be  a  problem  if  all 
select  specific  scenarios;  then  the  proponent  prepares  nor  only  "a  way"  warfights  of  the 
entire  Table  but  also  the  "bite-size"  modules  (mini-exercises?)  that  focus  on  individual  and 
small  team  staff  task  proficiency  as  well  as  Battle  Staff  Effectiveness  to  the  METT-T  of  the 
unit  horizontal  Table.  Then  the  unit  chain  of  command  can  determine  precisely  what  Table 
portion  of  the  Scenario  they  will  train  on  a  given  MUTA. 

^  The  parallel  is  deliberate  to  the  Reaction  Exercises  initialed  by  General  Cavazos,  CG  Forces  Command 
at  the  NTC  in  the  mid-Eighties.  It  was  a  highly  effective  training  experience. 
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That  addresses  unit  horizontal  BCST.  Now  to  the  vertical  challenge;  training  by 
BOS  from  the  lowest  tactically  significant  echelon  to  the  highest.  Little  work  appears  to 
have  been  done  in  this  area.  The  conceptual  design  is  quite  similar  to  the  horizontal.  See 
App.  1.2,  Vertical  BCST-Fire  Support  General  Principles.  It  appears  absolutely  desirable 
and  feasible  to  establish  Basic  Coordination,  Staff  Acdon,  and  Reaction  Tables  for  vertical 
BOS.  See  Enclosure,  App.  3.1,  "Vertical"  Tables.  Fire  Support  seems  to  be  the  best 
organized  and  structured  BOS.  Therefore  Fire  Support  is  selected  as  the  developmental 
vertical  Table.  A  possible  hierarchy  of  Fire  Support  Tables  is  suggested  at  Enclosure, 
App.  3.1,  Tactical  Tables-Rrc  Support.  That  is  the  theory.  Now  to  translate  to  practice. 

TABLES  FOR  THE  PROOF  OF  PRINCIPLE 

Quite  an  array  of  potential  Tables  and  Modules  has  been  laid  out.  How  to  develop 
them  responsively  yet  with  solid  quality  control  to  assure  that  the  desired  effects  are  being 
achieved?  The  potential  range  cf  Tables  and  Modules  is  indicated  in  Fig.  3.2-1,  App.  3.2. 
These  relate  to  Defense.  At  a  minimum  another  generic  set  for  Offense  seems  necessary. 
After  completing  those,  a  staff  would  probably  progress  into  staff  Situational  Training 
Exercises.  That  will  all  be  subject  to  Training  Effectiveness  Analyses. 

The  issue  for  now  is  to  get  the  initial  Tables  and  Modules  into  Proofs  of  Principle 
(POP)  of  both  Tables  and  the  derivative  Modules.  What  are  we  trying  to  determine? 

POP  of  Tables  should  include  but  not  be  limited  to  the  following; 

•  Does  the  Table  cue  the  MOP  and  MOE  desired? 

•  Does  the  "a  way"  Table  achieve  desired  training  objectives? 

•  Is  the  training  support  adequate? 

•  Do  the  compression  and  immersion  have  the  desired  effects? 

Similar  questions  arise  for  the  POP  of  Modules; 

•  Does  horizontal  and  vertical  data  collection  support  the  Module? 

•  Do  the  "a  way"  modules  train  the  necessary  MOP  and  MOE? 

•  two  sets  of  Tables  (offense,  defense)  produce  sufficient  Modules? 

Next,  what  should  be  the  priority  for  the  POPs?  The  basic  training  need  is  for  th.; 
generic  horizontal  Table.  Therefore  Battalion  TF  Defend,  Execution  should  be  firsL  Given 
the  synchronization  challenges  present  in  all  organizations,  the  S2,  S3,  FSO  staff  team 
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training  Module  should  be  next  That  training  development  should  lead  quickly  to  Fire 
Support,  which  should  be  the  second  Table  to  be  developed.®  Lastly,  the  S4  Module,  a 
tough  problem  due  to  the  different  planning  tempo  and  cycle.  The  answer  may  fall  out 
from  the  initial  POP  so  it  is  last  to  advantage  preceding  BCST  work.  To  sum  then,  the 
priorities  are: 

1.  Table:  Battaliwi  TT,  Defend,  Execute. 

2.  Module:  S2,  S3,  FSO  small  staff  team  tacdcalAechnical  competence. 

3.  Table:  Fire  Support:  Co/Bn/Bde  echelons. 

4.  Module:  S4  individual  tacdcalAechnical  competence. 

Now  to  lay  out  the  steps  for  specific  Table  development.  Only  the  top  priority 
Table  will  be  discussed  here.  Variadons  in  methodology  for  the  other  three  POP  are  at 
App.  3.2. 

Developing  the  Table:  Battalion  TF,  Defend,  Execute 

a.  Initial  general  MOP/MOE  are  suggested  in  App.  2.3.  Review,  collate  to 
develop  a  general  checklist  of  cues  which  must  be  present  in  the  objective 
Table.  For  now,  don't  get  into  individual  staff  position  MOP  and  MOE.  The 
focus  is  overall  unit  performance. 

b.  The  NTC  data  base  currently  maintained  at  ARI  Monterey  (Combat  Operations 
Research  Facility)  has  sufficient  detail  to  provide  a  "first  cut"  at  METT-T  and 
unit  designation  of  a  Bn  TF  that  has  mx>mplished  BN  TF,  Deliberate  Defense, 
Execution  at  the  NTC  well.  Hopefully,  this  competent  performance  has 
occurred  within  the  past  year.  Cross  checking  against  the  MOP/MOE  checklist 
developed  above,  select  a  specific  operation  and  associated  unit  which  can  be 
used  as  the  tentative  actual  model  of  "a  way”  execution  for  development 
purposes.  Analyze  mission  execution  by  that  actual  unit  for  METT-T  usable  in 
the  Table  to  be  developed.  Select  the  METT-T  for  the  objective  Table.  Draw 
on  the  expertise  and  counsel  of  the  chain  of  command  of  the  "a  way"  actual 
unit  throughout  the  remainder  of  the  development  They  should  be  a  "red 
team." 

c.  Analyze  the  METT-T  for  the  objective  Table  from  the  perspective  of  feasibility 
of  execution  on  the  NTC  data  base  at  the  Combined  Arms  Tactical  Training 
Center  at  Ft  Knox.  What  can  be  represented,  what  cannot  be?  If  it  cannot  be. 


®  This  sequence  should  not  preclude  normal  evolution  of  ihe  Defend  Table.  It  seems  highly  likely  that 
having  developed  and  assessed  the  Execution  Phase,  there  will  be  timely  interest  in  extending  use  of 
Scen^  3  to  include  Planning  and  Prqjaration. 
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is  there  a  manual  or  prototype  technology  "work  around"?  When,  at  what 
cost?  Returning  to  the  MOP  and  MOE  in  a.  above,  how  many  of  the  MOP  and 
MOE  can  be  collected  given  the  current  Data  Logger,  UPAS,  etc.?  Where  are 
there  manual  or  visual  (TV)  or  audio  (net  taping)  data  collection  "work¬ 
arounds"? 

d.  Develop  a  detailed  production  schedule  (time,  resources  required)  to  execute 
the  "a  way"  mission.  Think  of  this  as  producing  a  Training  Film  with  total 
documentation-all  orders  written  and  oral,  all  tactical  nets  recorded,  all  staff 
officers'  activities  recorded,  all  AARs  recorded.  Exhaustive  documentation! 

e.  Produce  "a  way"  Bn  TF  Defense  Execution  in  virtual  simulation  at  CATTC 
using  the  commander  and  staff  of  the  actual  "a  way"  unit  which  is  being 
modeled,  or  another  TOE  unit  or  using  personnel  at  Ft.  Knox.®  First  iteration 
should  probably  be  "free  flow"“unit  and  individual  execution  as  they  recall  at 
the  NTC.  Second  iteration  should  be  with  proponent  direction  to  "fill  in  the 
gaps"  of  MOP  and  MOE  which  were  not  done  or  not  captured  in  the  first 
iteration.  At  this  stage,  SME  from  USAARMS  Command  and  Staff  should 
probably  review  "a  way"  from  the  perspective  of  instructing  Bn/Bde  staff  in 
OAC.  What  would  they  want  to  have  included  in  "a  way"  if  they  were  to  use 
the  product  as  the  primary  training  support  for  resident  instruction?  Capture 
this  documentation  on  the  second  iteration.  Plan  a  third  iteration  for 
"Murphy." 

f .  Select  one  or  more  Round  Out/Round  Up  Tank  or  Mechanized  Infantry  Bns  as 
the  developmental  "your  way"  units.  Fit  the  BCST  to  their  unit  training 
situation  and  FY93/94  training  program.  Develop  their  requirements  for  pre¬ 
train  and  setting  the  context  training  support  material  as  well  as  for  Table 
execution. 

g.  Repeat  the  analysis  in  c.  above  for  SIMNET,  Ft.  Stewart,  Camp  McCain,  and 
Mobile  SIMNET.  The  requirement  for  "your  way"  execution  should  be  much 
less  complex  that  that  at  Knox.  Knox  had  to  create  the  "training  film"  or  "a 
way"  in  extraordinary  detail  to  support  a  number  of  potential  training 
requirements.  "Your  way"  focuses  in  on  just  what  is  required  to  meet  the 
BCST  requirements  of  that  local  chain  of  command. 

h.  Battalion  A:  Develop  the  training  support  material  required  for  execution  of  the 
Table  at  CATTC.  Train  the  OCs,  OEs,  and  other  training  support  personnel. 


®  This  efToit  is  currency  under  way  at  Fort  Knox  under  the  most  competent  leadership  of  MG  Paul  Funk 
and  Col.  Pat  O’Neal  A  deliberate  auack  S2,  S3,  FSO  Module  is  being  created  from  NTC  Rotation 
88-13.  Further,  "real  time"  Table/Moclule  development  from  CTC  training  is  in  development.  Data 
are  being  collected  Grom  December  1992  and  January  1993  NTC  rotations.  For  additional  comment, 
see  App.  3.2,  p.6. 
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Execute  pretrain  at  the  local  Armories,  "your  way"  at  CATTC.  Conduct 
extensive  After  Action  Reviews  of  all  procedural  and  substantive  asjocts  of 
"your  way"  execution.  Apply  as  appropriate  to  Battalion  B  execution,  which 
should  occur  several  months  after  Battalion  A. 

Battalion  B:  Develop  the  training  support  material  required  for  execution  of  the 
prtrain  and  Table  at  distributed  Armories  using  SIMNET-Stewart,  McCain,  or 
Mobile  SIMNET.  Train  the  OCs,  OEs  and  other  training  support  personnel. 
Execute  pretrain  and  "your  way"  at  SIMNET-Stewart  or  McCain  or  on 
M  SIMNET. 

By  nov,  it  should  be  apparent  that  although  BCST  in  virtual  simulation  should  be 
quite  powerful,  there  are  substantial  development  challenges.  The  example  draws  on 
virtual  simulation  to  create  the  initial  Tables  and  Modules.  Constructive  simulation  such  as 
JANUS  or  BBS  should  also  be  considered.^  Thus  far  the  focus  has  been  on  design  of  the 
AAR,  then  creating  a  Table  or  Module  to  make  the  AAR  "happen."  Now  to  the  front  end 
of  the  process.  How  do  we  get  the  staff  in  training  on  to  this  fast-moving  train?  That  is  a 
problem  of  setting  context. 

SETTING  THE  CONTEXT 

A  significant  challenge  in  implementation  of  this  training  concept  is  placing  the 
battle  staff  into  the  situation  effectively  and  efBciently  so  that  each  commander  and  staff 
officer  knows  what  has  preceded  the  irx)ment  when  the  battle  action  begins.  What  was  the 
OPORD  and  how  has  it  been  modified  by  FRAGO?  What  was  the  Commander's  intent? 
WTiat  have  been  the  enemy  actions?  Where  are  all  of  the  subordinate  units?  Establishing 
context  requires  stage  setting  for  each  of  the  staff  members  in  his  or  her  responsibilities 
both  individually  and  as  a  member  of  a  team  synchronizing  across  BOS.  The  research 
objective  is  to  set  the  context  in  30  minutes  immediately  preceding  fighting  the  slice  of 
battle  represented  by  the  Table. 

There  are  two  major  challenges  here.  They  are,  in  a  brief  period  of  time,  to  bring 
the  imit  staff  "up  to  speed"  on  both  the  general  situation  and  the  specifles  necessary  for 
each  individual  staff  officer  and  small  staff  team  to  fit  in  to  a  fast  moving  situation  at  the 
MOP  or  MOE  level  of  detail. 


^  Solid  woik  is  being  done  at  the  TRADOC  research  and  analysis  facility  in  Monterey  with  the  Navy 
Postgraduate  School  to  develop  JANUS  3D;  that  is.  visual  ’views"  of  the  digital  baulefield  on  which 
JANUS  fights.  This  capability,  netted  by  common  protocols  to  the  Defense  Simulation  Internet,  has 
hi^  {Htxnise  for  BCST  {plication. 
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The  general  summary  should  be  analogous  to  the  short  battle  summary  used  to 
establish  context  for  the  AAR  at  the  NTC.  That  is,  a  brief  statement  of  mission,  intended 
plan,  then  summary  of  events  BOS  by  BOS  from  the  start  of  mission  execution,  "the  day 
of  battle,"  until  the  instant  of  initialization  of  the  Table.  The  precise  update  by  staff  position 
will  be  tlie  more  difficult  of  the  two-but  with  the  highest  potential  for  additional  training 
^plications  to  amortize  the  considerable  effort.  The  challenge  is  to  compress  into  15  to 
20  minutes  a  thumbnail  sketch  of  the  actions  and  orders  of  that  staff  officer  or  staff  team 
from  the  start  of  the  planning  phase  to  the  in.’itant  of  initialization  of  the  Table.  In  all  cases, 
we  are  describing  "a  way"  cxccution-basically  dravdng  on  the  excellence  of  the  individual 
staff  officers  and  small  staff  teams  of  the  "a  way"  unit  to  orient  their  "alter  egos"  in  the 
"your  way"  unit  as  they  prepare  to  "fight"  the  Table. 

The  following  capabilities  should  be  available  to  set  the  context  for  execution  of  a 
Table  at  Battalion  echelon.  The.se  are  suggestions  for  data  collection  from  "a  way" 
execution  as  the  Table  is  being  prepared.  They  are  discussed  in  greater  detail  in  App.  3.3. 

•  All  appropriate  written  orders  and  maps  with  appropriate  overlays.  They 
should  be  complete  for  "a  way"  execution;  to  the  instant  of  initialization  for 
"your  way." 

•  All  substantive  communications  on  tactical  nets. 

•  The  flow  of  the  various  BOS  prior  to  initiation  of  the  Table. 

•  Television  coverage  of  important  intcipusonal  communications. 

•  Four  dimensional  (x,  y,  z,  *)  representation  of  the  various  planning  and 
execution  matrices  for  the  "a  way"  unit. 

This  last  training  support  introduces  the  range  of  innovative  new  material  which  is 
enabled  by  TES  (virtual  simulation).  Them  arc  practically  unlimited  combinations  of  new 
training  support  capabilities  available.  The  Plan  View  Display  permits  a  "zoom"  bird's  eye 
view  of  the  battlefield.  Stealth  allows  "out  of  window"  views  of  the  digitized  battlefield 
from  any  perspective  at  any  time.  Data  Logger  can  collect  the  highly  detailed  x,  y,  z,  t  data. 
The  technical  challenge  is  to  create  such  4D  training  support  capability.  Then,  the  training 
developer  has  to  structure  it  to  set  the  context  in  thirty  minutes.  Technology  may  permit 
similar  resolution  from  TES  (constructive  simulation). 

That  was  for  the  horizontal  training.  Corjccptually,  establishment  of  vertical  context 
should  be  done  in  the  same  manner.  Immerse  the  vertical  staff  team  in  the  flow  of  the  BOS 
throughout  the  "day  of  battle."  The  challenge  is  to  recreate  in  4D  the  interactions  within  the 
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BOS  to  the  instant  of  initiation  of  the  Table.  For  example,  if  the  Table  is  Fire  Support  and 
the  training  audience  is  at  Brigade,  Battalion,  and  Company,  the  training  requirement  is  to 
make  the  Fire  Support  Plans  at  each  echelon  "live"  interactively  in  virtual  reality.  This 
should  not  only  support  setting  context;  it  will  also  provide  new  opportunities  for  training 
synchronization.  There  may  be  exciting  new  opportunities  for  BCST-both  in  training  and, 
more  critically,  in  an  operational  context.  What  is  required  to  do  all  this? 

TABLE  TRAINING  SUPPORT 

That  brings  us  to  the  challenges  of  timely  implementation  of  the  various  concepts  at 
least  in  POP.  Traisiing  suppon  is  the  totality  of  what  is  required  to  enable  BCST 
employing  immersion  in  virtual  simulation  and  distributed  with  quality  control  for  Guard 
training.  There  is  considerable  effort  required  to  initiate  BCST  as  envisaged  in  this  Paper 
although  clearly  there  vwll  be  "workarounds"  possible  to  support  early  POPs. 

There  are  technical  problems  to  be  resolved  both  in  the  development  of  distributed 
virtual  simulation  and  in  training  development.  For  more  detailed  discussion,  see 
Appendix  3.4.  First,  there  arc  several  important  requirements  for  simulation  technology 
development  Effective  BCST  requires: 

•  High  resolution  digitized  terrain  suitable  for  both  CATTC  and  distributed 
Guard  applications. 

I 

•  Effective  automated  and  semiautomated  force  representation  for  M  SIMNET. 

•  Some  representation  of  selected  BOS  characteristics  such  as  air  defense,  NBC, 
mines  and  GSRs  currently  missing  in  CATTC. 

•  Effective  distribution  of  virtual  simulation  to  and  between  distributed  unit 
armories. 

•  Sufficient  data  acquisition  and  manipulation  capability  to  capture  then  prepare 
and  present  the  various  MOP  and  MOE  to  the  training  audiences. 

These  considerable  challenges  are  matched  on  the  training  development  side  with 
equally  demanding  challenges; 

•  "A  way"  execution  has  to  be  captured  in  sufficient  detail  to  enable  both  Tables 
and  derivative  Modules. 

•  Training  packages  have  to  be  developed  for  context  orientation  fc*  both  "a 
way"  review  and  for  the  more  critical  "your  way"  execution. 

•  The  "your  way"  AAR  has  to  be  prepared  "real  time"  to  present  the  appropriate 
MOP  and  MOE  to  the  staff  in  training  in  a  tir.iely  manner. 
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•  Orientation  programs  are  required  to  ensure  the  Guard  chain  of  command 
understands  both  concept  ar.d  execution. 

•  All  of  the  personnel  required  for  direct  support  of  the  training  must  be  trained. 
Trained  OCs  should  not  be  a  problem.  The  training  has  been  institutionalized 
for  the  Combat  Training  Centers.  The  preparation  of  tactically  competent  OEs, 
however,  will  be  difficult.  Old  courses  and  trainers  will  have  to  be 
reconstituted. 

•  The  last  explicitly  training  developmental  challenge  is  institutionalization  of  the 
process  of  Training  Effectiveness  Analyses.  ARI  seems  well  suited  to 
overwatch  this  part  of  development 

Even  if  all  above  has  been  done  well,  the  training  will  be  unsuccessful  if  there  is  not 
positive  credible  local  training  support.  The  unit  TOC  should  be  configured  as  it  is  in  the 
field.  Commanders  should  have  the  same  views  of  the  battlefield  that  they  would  have  in 
actual  combat  The  context  should  be  set  and  then  the  AAR  conducted  in  the  most  positive 
training  environment  possible.  There  are  no  dogmatic  solutions.  The  "bottom  line  is  that 
the  staff  should  be  situated  as  the  chain  of  command,  and  OCs,  OEs  believe  best  for 
productive  training. 

The  Tables  and  Modules  should  be  challenging  to  create  but  the  rewards  of 
distributed  immersion  BCST  to  standard  are  enormous.  The  remm  seems  far  greater  than 
die  challenge. 


4.  UNIT  PREPARATION  TO  CONDUCT  THE 
TABLE  TRAINING 


COMMAND  PRETRAIN 

The  purpose  of  this  chapter  is  to  propose  a  training  strategy  which  will  prepare  the 
unit  to  execute  the  BCST  Tables  and  Modules  to  standard.  The  training  strategy  is 
designed  for  unit  use  in  the  Armory  or  for  training  as  it  may  be  distributed  to  home  or  work 
site  for  individual  training  under  the  direction  of  the  unit.  The  discussion  which  follows  is 
focused  on  horizontal  Tables-the  most  pressing  problem  of  BCST.  However,  most 
elements  of  the  package  should  apply  also  to  vertical  BCST.  That  aspect  will  be  discussed 
at  the  end  of  the  chapter. 

The  subject  of  this  chapter  is  unit  collective  BCST.  It  considers  individual  and  staff 
team  training  in  the  unit  only  incidentally  (Chapter  5)  and  individual  or  collective 
preparation  of  the  individual,  small  team  or  potentially  the  unit  in  the  institutional  training 
environment  (Chapter  6).  The  focus  of  this  chapter  is  narrowed  to  preparation  for  conduct 
of  collective  BCST  in  the  unit  with  the  specific  objective  of  successful  unit  completion  of 
the  Tables  as  a  surrogate  of  actual  execution  of  Airland  Battle  doctrine.  The  mission  is  to 
describe  unit  preparation  which  should  be  undertaken  to  support  the  unit  in  satisfactory 
execution  of  the  BC^T  MOP  and  MOE  embedded  in  the  various  BCST  Tables. 

A  major  challenge  in  accomplishing  this  mission  is  defining,  then  enabling  the 
totality  of  training  support  which  needs  to  be  provided  to  ensure  the  Guard  unit  gains  the 
maximum  training  benefit  from  conduct  of  the  Table  during  the  MUTA.  For  success,  that 
is,  executiem  to  standard  of  the  BCST  Table,  the  unit  must  be  "prepared."  That  is: 

•  The  unit  has  been  oriented  to  understand  the  capabilities  and  limitations  of  the 
Tables  and  accepts  Table  training  as  a  positive,  building  experience; 

•  The  unit  is  a  motivated  unit  that  wants  to  "fight"— a  unit  prepared  such  that  it  is 
ready  to  fight  at  the  moment  of  initiation.  The  unit  is  not  just  passively  "up  to 
q)eed"  for  transfer  of  responsibility  of  tactical  command  but  rather  it  is  willing 
and  capable  of  fighting  aggressively  "to  win"; 
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•  The  unit  is  supported  by  highly  competent  training  support  so  there  is  no 
"wasted  motion"  in  the  unit  Competing  administrative  support  and  process 
diversions  are  reduced  if  not  eliminated  when  the  unit  focus  is  to  be  on 
warfighting.  Unit  personnel  can— and  know  they  are  expected  to— focus 
oidrely  on  the  substance  of  warfighdng  as  an  integrated  team.^ 

It  should  be  evident  from  above  that  a  positive  training  environment  is  un  important 
contributor  to  success  in  such  a  compressed  training  program.  The  training  is 
extraordinarily  intense.  The  training  benefit  multiplies  as  the  unit  becomes  more  involved, 
more  committed  to  battle  outcomes— "CTC-style."  The  indifferent  unit  will  get  poor 
training  despite  the  capabilities  of  the  technology.  So  a  particular  aspect  of  preparation  is 
"setting  die  mindset"  of  the  unit  Most  of  the  challenge  of  motivation  is  and  must  remain 
the  responsibility  of  the  chain  of  command.  But  skillful  design  of  the  training  support  can 
make  that  unit  commander's  task  much  easier. 

To  assist  the  commander  in  motivating  his  or  her  unit,  training  design  should 
address  the  following  ingredients  of  success: 

•  The  chain  of  command  (AORC)  understands  and  supports.  This  is  not  solely 
the  chain  of  command  of  the  unit  in  training.  It  includes  senior  headquarters 
both  in  the  Capstone  "go  to  war"  command  trace  and  in  the  State  chain  of 
command.  Each  higher  headquarters  needs  to  be  briefed  on  the  purposes  and 
procedures  for  implementation  of  the  training,  particularly  in  the  early  phases 
tidien  use  of  virtual  and  distributed  simulation  is  stiU  novel  to  the  Total  Army. 

•  Presence  of  trained,  competent,  motivated  OClOE  personnel.  Observer 
Controllers  set  an  important  tone.  Cold,  aloof,  critical,  antagonistic  OCs  can 
negate  the  most  promising  training  environment  The  OCs  are  the  mentors~tl% 
experts  who  can  encourage  very  positive  learning  by  their  expertise  and 
attitude.  They  embed  the  explicit  MOP  and  MOE  of  St^  Task  Proficiency  in 
die  training.  The  OCs  are  supported  and  complemented  by  OEs  who  should  be 
credible  in  assessing  organizational  competencies.  Not  only  competent  OEs 
must  be  trusted  to  be  counsellors  of  the  unit  as  it  strives  to  become  a  battle  team 
rather  than  seen  as  the  "informers"  of  the  chain  of  command.  This  and  more  is 
well  known.^  It  has  been  partially  institutionalized  in  the  Army  during  the  past 
two  decades.  The  expertise  of  OC  and  OE  technical  support  needs  to  be 

*  This  is  much  easier  said  than  done  given  the  difficulties  in  focusing  on  demanding  unit  training- 
particularly  BCST  in  peacetime.  The  key  is  the  focus  and  priorities  of  the  commander.  For  that  reason 
alone,  the  commander  must  be  an  active  paiticqiant  in  the  tactical  warfighdng  training  process  whether 
conducting  die  training  or  being  trained  himself  or  herself. 

2  The  (X!  and  OE  can  be  the  same  individual  in  theory.  In  practice,  it  is  difficult  to  do  both  well  because 
there  are  often  competing  simultaneous  data  collection  or  observation  requirements  in  the  heat  of  battle. 
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translated  to  BCST  Tables  as  an  important  part  of  preparation  for  unit 
performance.  That  is,  they  should  be  as  active  participants  in  the  "spin  up"  for 
BCST  as  they  are  in  execution  and  in  the  post  event  remediation  training. 

•  The  BCST  physical  plant  is  optimized  for  the  Guard  training  environment. 
This  may  seem  self-cvidenL  It  is  not  All  of  the  IDT  training  support  has  to  be 
designed  for  the  4-hour  UTA  if  it  is  to  be  usable  on  a  sustained  basis.  The 
training  has  to  be  amenable  to  distributed  execution.  For  any  training  support 
to  be  actually  available  for  "hip  pocket"  or  opportunity  training  in  the  RC,  that 
training  support  has  to  be  distributed  at  least  to  the  battalion  Armory  on  a 
continuing  basis.^  The  co.st  of  the  training  support  should  be  sufficiently  low 
that  it  can  be  distributed  widely.  When  the  S2  or  the  S4  has  the  dme  to  train  to 
individual  task  proficiency-reimbursed  or  not-thc  training  support  needs  to  be 
readily  available.  If  it  is  not,  the  benefits  of  stimulating  professional  curiosity 
and  modvadon  to  become  more  proficient  through  immersion  training  will  be 
lost. 

•  There  is  basic  unit  proficiency  that  can  be  drawn  upon  in  challenging  tactical 
situations— Tables.  There  are  two  aspects  of  proficiency  here.  One  is  basic 
staff  task  proficiency.  Warned  or  alerted  by  the  experience  of  others,  the  unit 
is  motivated  to  become  sufficiently  competent  through  individual  and  small 
staff  team  preparation  that  the  Table  itself  is  anticipated,  not  dreaded,  as  a 
training  experience.  The  unit  anticipates  no  surprises,  rather  it  expects  and 
experiences  a  solid  supportive  collective  training  environment  where 
proficiency  in  basic  staff  actions  will  suffice  at  least  to  prevent  unit 
cmbarrassmenL  That  is,  the  unit  staff  knows  it  must  demonstrate  a  basic  or 
"crawl"  level  of  proficiency  training  on  Basic  Coordination  exercises  to 
develop  its  competence  and  confidence.^ 

The  second  aspect  of  proficiency  is  basic  organizational  competence.  People 
know  each  other.  There  is  the  mutual  trust  created  in  a  team  which  is  used  to 
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^  It  may  need  to  go  lower  to  ensure  appropriate  "slice"  training.  Coipbat  Engineers  and  Air  Defense 
Artillery  can  provide  Platoons  to  support  the  maneuver  baualion  IT.  These  Platoons  would  need 
appropriate  distributed  training  su{^x^  so  their  leaders  can  participate  in  the  Battalion  TF  BCST.  A 
similar  range  of  simulation  support  would  be  necessary  to  support  vertical  BCST.  For  example, 
vertical  Hre  Siq^xm  training  would  require  partkipation  tiom  selected  Company  FISTs  ail  the  way  up 
to  Division  Artilleiy-all  distributed  at  multiple  sites.  ^ 

^  There  is  a  sensitive  issue  here.  Basic  BCST  task  proficiency  is  dpsired,  therefore  it  should  be 
demonstrated  as  part  of  the  training  process.  Yet  simulation  should  pennit  the  use  of  adrqxive  training, 
starting  perhaps  at  a  "walk"  a  even  "run"  level  as  determined  by  actum  unit  performance.  Thus  the 
unit  is  permitted  to  develop  its  own  "prescription"  fOT  training  based  on  its  own  perfcnmance-not 
dictated  from  afar.  This  is  highly  desirable  but  only  AFTER  the  unit  has  demonstrated  that  it- 
individual  staff  officers,  small  staff  teams  and  entire  unit  staff-can  perform  the  "basics*  to  standard. 
That  basic  proficiency  must  be  demonstrated  first  or  there  is  no  consistent  baseline  BCST  across  the 
Total  Ftece. 
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working  together.  This  is  an  important  psychological  point-Chapter  5 
addresses  the  creation  of  this  conHdence  through  individual  and  small  team 
training  which  has  to  start  at  the  top  with  unit  commander/XO  who  have  been 
assisted/trained/supported  (if  necessary  one-on-one)  to  become  credibly 
proficient  in  at  least  the  Basic  Coordination  Table. 

This  returns  us  to  preparing  the  commander  for  his  or  her  role  in  BCST.  As 
discussed  above,  commander  p:irticipation  is  essential  if  the  genuine  focus  is  to  be  on 
warfighting  despite  the  normal  competing  demands  of  peacetime  administradon.  Some 
demonstradon  of  personal  proficiency  is  expected  of  the  commander-some  "leading  by 
example."  Yet  the  commander  is  also  in  training.  As  a  cidzen-scldier,  he  has  had  litde 
more  detailed  pretraining  for  his  posidon  than  the  subordinate.  The  OC  and  OE  alleviate 
this  dilemma  both  oy  training  of  the  commander/XO  suggested  above  and  by  pioacdvely 
training  subordinate  individual  staff  officers  and  small  staff  teams.^  There  cannot  be  a  lot 
of  pressure  on  the  unit  as  understanding  of  this  process  matures  in  the  organizadon  or 
everybody  will  "go  to  ground." 

This  last  facet  of  preparadon  is  particularly  important  There  is  no  suggestion 
whatsoever  that  any  task  be  made  less  challenging  or  that  any  "snapshot"  of  batde  be  less 
unrealistic.  The  point  is  that  the  nature  of  BCST  envisaged  here  is  sufficiently  powerful 
and  novel  that  unit  introduction  needs  to  be  thought  through  very  carefully  at  every  level 
including  comman:.  It  is  not  the  time  for  "sink  or  swim."  Leave  that  for  die  tough  "run" 
exercises  after  the  unit  staff  has  demonstrated  basic  proficiency  then  "crawled  and  walked" 
in  adaptive  training  exercises  to  their  satisfaction,  and  pride.^ 

"Preparation"  of  the  unit  includes  the  creation  of  a  positive  BCST  training 
environment  With  virtual  simulation  this  is  less  difficult  than  it  might  seem.  The  training 
system  itself  contributes  in  an  important  way.  The  Systems  Approach  to  Training  is 
focused  on  performance-oriented  training  to  task,  condition,  and  standard.  Training  is  not 
normative-based  (graded  on  the  curve),  rather  it  is  competency-based  to  standard.  All 
training  is  evaluation  and  all  internal  or  external  evaluation  to  standard  is  training.  The  end 


^  This  is  a  notable  and  necessary  departure  from  AC  practice  mandated  by  posisient  inadequacies  in  RC 
pnrfessional  development  continually  handicapp^  by  insufficient  time.  Today,  most  individual 
position  professional  preparation  occurs  in  the  unit  See  Chapter  6,  particularly  the  ARl-Benning 
report  on  JRTC  training. 

^  More  likely,  individual  staff  oHicets  and  small  stafr  teams  will  be  at  various  levels  of  proficiency  due 
to  personnel  turbulence  and  turnover.  Competent  observers,  appropriate  measures,  and  timely  data 
ctqpoire  should  permit  unit  selection  of  exercises  of  appropriate  difficulty.  This  is  not  a  lockstep 
*ctawl,  walk,  run”  paining  experience. 
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result  of  BCST  is  ability  of  the  commander  and  staff  to  perform  prescribed  combined  arms 
tasks  to  standard^  Therefore  there  are  no  "secrets"  associated  with  mastering  BCST. 
There  is  no  risk  if  the  commander  or  staff  know  in  aovar.ce  what  is  required  (performance 
to  standard  on  the  tasks  of  the  BCST  Table)  and  "train  for  the  evaluation."  In  fact,  that  is 
precisely  what  we  want  them  to  do  to  develop  task  competency.  Particularly  given  die 
severe  time  constraints  of  RC  training,  any  self-generated  additional  "off  line"  training 
which  can  improve  individual  or  small  group  proficiency  and  then  unit  competence  in 
BCST  performance  is  highly  desirable. 

The  training  development  premise  is  that  the  BCST  training  process  can  be 
structured  so  that  staff  members  will  become  personally  and  collectively  stimulated  to 
master  the  challenge  particularly  if  the  training  is  designed  such  that  it  can  be  conducted  in 
both  individual  and  group  mode  in  work  site  or  from  home.  The  training  must  be 
genuinely  interesting,  in  fact  exciting,  and  it  must  be  convenient  despite  significant  normal 
physical  separation  of  the  commander  and  his  or  her  staff.  And  it  must  phased  in  so  that 
individuals  have  the  opportunity  to  demonstrate  compietence  and  pride,  not  incompetence 
and  rejection.  Again,  there  should  be  "no  secrets,"  at  least  initially-an  injunction 
reinfcBced  by  the  Systems  Approach  to  Training. 

That  raises  the  second  beneficial  aspect  of  the  Army  training  system.  Analysis  of 
the  operational  and  training  requirements  of  Airland  Battle  doctrine  has  produced  a 
thoughtful  structuring  of  the  training  requirements.  The  seven  Battlefield  Operating 
Systems  establish  a  framework  for  the  linking  of  various  tasks  to  specific  battlefield 
performance  to  task,  condition  and  standard.  By  vim  e  of  extended  observation  in  combat 
and  at  the  CTC  assembled  and  analyzed  by  ARI-Prcsidio  of  Monterey  for  TRADOC,  the 
Army  knows  what  has  to  be  done  when  by  whom  in  BCST.  As  a  result  of  this  rigor, 
mdividual  and  small  team  tasks  can  be  disaggregated,  trained  separately  to  proficiency  "off 
line"  then  recombined  and  synchronized  in  carefiilly  designed  structured  positive  training 
experiences  to  ensure  collective  proficiency  K>  standard.  BCST  can  be  divided  into  its 
"pieceparts"  or  MOP  and  MOE  for  distributed  training  to  standard  drawing  on  the  great 
potential  of  distributed  simulation.  The  system  is  absolutely  "malleable"  to  the  sensitive 
issues  of  unit  acceptance  suggested  above  without  loss  of  training  rigor.  Again  it  is  a 
challenge  of  design  of  the  training  program  for  unit  preparation.  What  to  do  to  get  started? 

An  associaioi  benefit  is  the  competency-basing  of  the  unit  As  proficiency  is  dearly  defined,  trained, 

and  faiiiy  evaluated,  petfonnance  can  be  rewarded  and  non  perfcxmance  discouraged. 


PREPARATION  OF  THE  TRAINING  PLAN 


First,  make  an  estimate  of  the  training  situation  for  BCST,  Then,  following  the 
precepts  of  FM  25-100,  develop  the  various  long-term,  short-term,  and  near-term  training 
plans  integral  to  responsi>'1e  training  planning  and  resource  allocation.  The  following  have 
to  be  done.  Each  will  be  discussed  in  turn: 

a.  Assess  the  factors  determining  tlie  need  for  BCST-mission  readiness, 
background  of  commander  and  staff,  personnel  turbulence. 

b.  Inventory  the  training  "tool  bag"  available  to  the  unit  What  there  is  (or  could 
be)  and  how  it  could  be  used? 

c.  Develq)  a  deliberate  training  plan  for  BCST. 

a.  Assess  the  Factors  Determining  the  Nead  for  BCST-Mission 

Readiness,  Background  of  Commander  and  Staff,  Personnel  Turbulence 

At  present  there  are  few  explicit  time-phased  requirements  for  BCST.  Exercises  are 
prescribed  with  an  expected  frequency  in  the  Combined  Arms  Training  Strategy  but 
specific  requirements  are  fuzzy.  Execution  of  a  particular  exercise  such  as  a  Command 
Post  Exercise  or  a  Command  Field  Exercise  at  a  prescribed  finequency  and  pace  is  all  that  is 
required.  There  is  no  discussion  of  mission  orientation  or  staff  tasks  which  need  to  be 
trained  to  any  defined  measure  of  proficiency. 

BCST  permits  a  signiricant  improvement  in  this  resolution.  Now,  thanks  to  the 
work  at  ARI,  BCST  performance  can  be  related  to  Planning,  Preparation,  or  Execution  of 
ARTEP-MTP  missions  with  explicit  MOP  and  MOE  enabled  by  TES  (virtual  and 
constructive  simulation).  This  rigor  permits  much  more  explicit  analysis  of  the  need  .or 
some  form  of  BCST.^  The  kinds  of  questions  which  need  to  be  asked  to  assess  the  BCST 
training  requirement  include: 

•  What  level  of  staff  proriciency  should  be  maintained?  How  many  days  of 
BCST  should  be  available  post  mobilization  before  the  unit  could  deploy  on  a 
contingency  mission?  What  are  likely  mi.ssions?  What  joint  capability  will 
accompany;  what  is  likely  sharing  of  BOS  responsibilities  with  allies?  Are 
there  particular  joint  or  combined  SOPs  which  need  to  be  trained? 


^  Other  useful  work  has  been  done  at  the  Combined  Arms  Command  in  developing  other  staff  action 
models  and  by  ARI-Leavenworth  in  preparing  an  evaluation  methodology  for  BCST  (ACCES).  See 
kpp.  12. 
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•  What  has  been  the  turnover  of  key  staff  members  individually  and  as  members 
of  small  staff  teams?  Turnover  raises  substantial  horizontal  or  vertical  staff 
retraining  responsibilities.  When  the  S3  is  replaced,  what  S2,  S3,  FSO  small 
staff  team  training  in  which  Modules  needs  to  be  scheduled  to  ensure  that  direct 
and  indirect  fire  coordination  capability  is  maintained  in  the  unit  staff?  When 
the  S4  is  replaced,  what  vertical  CSS  training  should  the  replacement  have? 
The  impact  of  vertical  turnover  is  much  more  complex  and  is  virtually 
unknown  to  date.  Intuitively,  personnel  change  up  the  BOS  is  important. 
Change  of  the  DS  Artillery  Battalion  Commander  or  S3  can  cause  significant 
change  in  the  nature  of  fire  support  available  to  the  FIST  supporting  a  Tank 
Company.  Who  needs  to  do  what,  when,  to  resynchronize  the  command  and 
staff  exercise  ol  fire  support? 

•  What  has  been  the  training  of  the  individual  staff  members?  If  the  S2  has  only 
been  to  the  Officer  Basic  Course  (Infantry),  what  individual  S2  Modules 
should  he  train  to  proficiency  before  he  is  a  competent  staff  S2?  Diagnostic 
pretesting  of  staff  officers'  competency  is  discussed  in  Chapter  5. 

These  are  just  several  of  the  kinds  of  questions  which  need  to  be  asked  as  a  unit 
makes  BCST  training  estimates.  Proponents  can  and  should  define  these  in  much  greater 
detail.  But  however  defined,  the  end  result  of  the  BCST  estimate  should  be  an  assessment 
of  BCST  training  requirements  for  both  horizontal  and  vertical  training  of  unit  staffs, 
individual  staff  members  and  small  staff  teams.  As  BCST  gets  under  way,  assessment 
"ground  rules”  will  be  sparse.  Diagnostic  testing  of  individual  and  small  staff  team 
proficiency  seems  essential  until  a  better  experiential  data  base  is  developed.^ 

b.  Inventory  the  Training  ”Tool  Bag”  Available  to  the  Unit.  What  There 
Is  (or  Could  Be)  and  How  it  Could  Be  Used? 

The  challenge  of  unit  preparation  for  BCST  is  thoughtful  presentation  of  the 
"pieceparts"  of  complex  operations  in  a  manner  which  stimulates  excited,  imaginative  self- 
study  by  the  commander  and  staff.  The  "toolkit"  to  accomplish  this  should  be  elaborate, 
designed  to  stimulate  both  personal  interest  and  effective  learning.*®  It  should  consist  of 


^  Diagnostic  testing  should  not  be  limited  to  early  BCST.  Future  individual  and  small  staff  team 
reteher  BCST  training  requirements  should  be  based  on  frequent  diagnostic  evaluation.  Those  who 
validate  personal  proficiency  weald  not  have  to  participate  in  individual  staff  officer  or  small  staff  team 
Module  training.  Those  below  standard  would  have  to  revalidate  their  proficiency  by  Module  training. 

*®  While  the  focus  of  this  training  support  material  is  on  BCST  in  the  operational  unit,  the  material 
should  be  equally  tqiplicable  for  institutional  BCST.  The  Tables  could  become  updated  TRADOC 
Common  Teaching  Scenarios  for  plication  in  intensive  warfighting  training  packages  for  the  RC  in 
both  distributed  institutional  and  unit  training.  Institutional  training  is  discussed  in  Chapter  6. 
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but  not  be  limited  to  the  following  (for  extended  discussion  of  the  "toolkit"  possibilities, 
see  Appendix  3.3,  Setting  the  Context): 

•  Explanation  of  the  Measures  of  Performance  and  Measures  of  Effectiveness 
enqrloyed  to  evaluate  BCST  performance.  Natural  curiosity  stimulates  interest 
in  how  one  is  to  be  evaluated.  The  competitive  instinct  reinforces  curiosity. 
MOP,  and  particularly  MOE  since  they  reflect  the  judgments  of  "experts," 
reflect  the  wisdom  of  seasoned  experience.  As  officers  observe  execution  of 
Tables  or  Modules,  questions  come  to  mind  in  even  the  most  unimaginative. 
Why  is  MOE  X  important?  How  to  improve  performance  in  MOP  Y? 
Reasons  why  MOE  Y  is  difficult  to  achieve?  Then,  how  to  solve  the  training 
problem-common  errors  in  MOP  Y  observed  at  CTC  or  TCDC  and  how  to 
solve  them?  This  material  could  be  paper,  TV-based  or  in  time,  virtual  or 
constructive  simulation-based.** 

•  Copy  of  the  Context  material  as  well  as  the  AAR  of  the  "a  way"  execution  of 
the  Tables  to  be  trained  at  the  BCST  MUTA.  This  could  be  annotated  with 
suggestions  of  what  Tactics,  Techniques,  or  Procedures  could  usefully  be 
discussed  before  starting  the  Table  in  the  form  of  a  suggested  Discussion 
Guide.  Training  support  could  be  provided  on  TV  cassette  initially,  eventually 
it  should  be  available  on  a  home  "porthole”  to  the  virtual  or  constructive 
battlefield. 

•  PVD  and/or  Stealth  tour  of  the  Table  battlefield  both  overall  (such  as  a  several 
minute  summary  of  the  "a  way"  Table)  and  a  summary  of  significant  actions  by 
Battlefield  Operating  System  including  4D  representation  of  important  planning 
or  execution  matrices.  For  the  BOS  overview,  a  combination  of  Stealth,  PVD 
and  statistical  displays  of  MOP/MOE  could  be  drawn  from  the  "a  way"  Table. 
The  initial  training  support  could  be  TV  cassette. 

•  Tips  for  the  Trainer"-Development  of  "a  way"  to  conduct  the  Table  training 
in  one  o^  more  UTAs.  Suggestions  could  be  included  of  various  combinations 
of  time  use  in  Context,  Table,  and  AAR  based  on  OC  and  OE  support  that  may 
be  available.  These  tips  should  also  address  likely  situations  involving 
personnel  turnover  or  turbulence  such  as  a  new  Battalion  XO  or  S3.  Paper  or 
TV-based  training  suppon  would  be  ^ropiiate. 

•  Recommended  modifications  of  METT-T  for  subsequent  iterations  of  the 
Table.  These  should  include  both  a  detailed  description  of  the  specific  change 


*  *  fzpa  and  TV  cassettes  are  readily  available  and  low  cost  In  time,  much  of  the  proposed  training 
suppon  shoul'*  become  interactive  CD  ROM-based  and  later  be  netted  directly  to  the  virtual  or 
constructive  battlefield  to  better  expon  immersion  to  the  home  'table  top"  at  costs  comparable  to  TV 
Cable  and  VCR  today.  There  would  seem  to  be  a  need  for  an  interactive  electronic  bulletin  to 
encourage  tactical  discussion-a  'Combat  Prodigy*  as  suggested  by  Mike  Malone. 
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and  how  the  change  is  likely  to  influence  both  the  battle  outcome  and  expected 
training  in  the  various  BOS  anc  staff  positions.  The  precision  of  the 
sinoulation  permits  variations  in  METT-T  to  stress  or  unstress  both  staff 
position  and  BOS  depending  on  additional  training  objectives  of  the  chain  of 
command.  This  training  support  should  be  paper-based  initially  to  encourage 
wide  distribution. 

•  Discussion  Guides  for  chain  of  command  use  in  developing  a  cohesive  battle 
staff  team.  Drawing  on  the  requirements  for  effective  Battle  Staff 
Effectiveness,  specific  examples  would  be  provided  of  good  and  poor 
organizational  competence.  The  examples  would  be  drawn  from  "a  way" 
execution  of  the  Table  for  review  prior  to  "your  way"  execution  and  from  the 
AAR  for  subsequent  use.  If  OE-competent  observers  are  available  during  the 
execution  of  the  Table,  they  could  prepare  the  training  support  for  post  Table 
Battle  Staff  Effectiveness  training.  *2 

c.  Develop  a  Deliberate  Training  Plan  for  BCST 

After  the  Training  Estimate  has  been  completed  and  the  training  support  "tool  kit" 
assessed,  the  next  step  is  to  develop  the  BCST  training  program  for  the  particular  unit.  The 
BCST  model  proposed  presents  a  wide  range  of  training  alternatives.  At  Figure  4-1  are 
several.  There  are  at  least  seven  basic  building  blocks.  They  arc:  Context  (identical  for  "a 
way"  and  "your  way";  the  Table  or  Module  (four  alternatives:  "a  way"  and  "your  way" 
each  executed  either  on  the  ground  in  subsistent  TES  [MILES]  or  in  virtual  or  constructive 
TES  [SIMNET  or  JANUS] );  and  the  AAR  (one  for  "a  way"  and  one  for  "your  way"). 
Those  seven  parts  can  be  combined  any  group  of  three  or  more.  Examples  follow: 

•  "Your  way"  Context,  then  "your  way"  Table  in  constructive  simulation,  then 
"your  way"  AAR,  then  "a  way"  AAR.  This  permits  the  unit  in  training  to 
complete  the  Table  in  JANUS  then  compare  the  results  to  those  of  the  "a  way" 
unit. 

•  "A  way"  Context,  then  "a  way"  Module  (S2,  S3,  FSO)  in  virtual  simulation, 
then  "a  way"  AAR.  This  is  the  "information  age"  training  film  on  how  to 
execute  staff  tasks  as  a  member  of  the  S2,  S3,  FSO  small  staff  team. 

•  "Your  way"  Context,  then  "your  way"  Table  in  virtual  simulation,  then  "your 
vray"  AAR.  The  unit  trains  a  BCST  Table  on  SIMNET. 


These  examples  F^resent  objective  capability.  The  range  of  training  support  will  improve  as  Training 
EHectiveness  Analyses  are  conducted  and  lexers  reflect  on  the  most  useful  range  of  training  su^^xrrt. 
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Seven  "Building  Blocks" 

2&6  3 


2  &  4  virtual  or  constructive  TES 
6  &  7  subsistent  TES 

Alternative  training  ''packages''as 
sequence  of  "Building  Blocks"  varies 

Combinations  to  "fit"  different  training  requirements 

1&4&5&3- training  unit  Table  execution  comparing  "your  way" 
to  "a  way" 

1  &2&3-  the  information  age  "tiaining  film"  for  training  unit 
mission,  BOS  and  staff  sync 
1&4&5- training  unit  Table  execution 

2&3&1&4&5- training  unit  trains  to  "a  way,"  then  executes  Table 
"your  way" 

1  &4&5&7&5-  training  unit  trains  In  virtual  simulation  (SIMNET) 
to  prepare  for  subsistent  (MILES) 

...  or  some  other  better  combination 
developed  from  unit  experiences,  or 
by  OCs  and  OEs. 


Figure  4*1.  Training  Alternatives 


•  "A  way"  Table,  then  "a  way"  AAR,  then  "your  way"  Context,  then  "your 
way"  in  constructive  simulation,  then  "your  way"  AAR.  The  unit  trains  by 
observing  "a  way"  in  detail,  then  executes  "your  way"  in  JANUS. 

•  "Your  way"  Context,  then  "your  way"  in  virtual  simulation,  then  "your  way" 
AAR,  then  "your  way"  on  the  terrain,  then  "your  way"  AAR.  This  sequence 
permits  the  unit  to  train  in  virtual  simulation  in  SIMNET  then  conduct  the  same 
Table  on  the  ground  using  MILES. 

The  range  of  alternatives  is  quite  substantial,  as  it  should  be,  given  the  great  variety 
in  training  environments  across  the  Guard.  I  will  propose  "one  way"  to  integrate  the 
objective  horizontal  BCST  program-the  development  Table  of  Battalion  TF  Defend, 
Exccution--into  a  unit  training  program.  However,  this  is  just  a  first  cut  for  demonstration 
purposes.  It  would  have  to  be  fitted  with  other  requirements  (vertical  and  horizontal) 
existent  in  a  typical  round  out  or  round  up  unit.  The  Capstone  chain  of  command  has  an 
ongoing  program  of  command  and  staff  training  which  this  must  complement.  Each  State 
has  important  state  mission  training  rc'’,uirements.  There  will  have  to  be  considerable 
negotiation  to  coordinate  initial  BCST.  That  all  ..aid,  a  program  could  look  like  this: 

GENERAL  GUIDANCE  FOR  THE  BATTALION  TF  TRAINING 
PROGRAM 

IDT  Training  Period:  BCST  MUTA  minus  two  months:  Briefing  to 
battle  command  staff  team:  Description  of  the  coming  BCST  MUTA,  general  discussion  of 
the  scenario,  preparatory  reading  (TV  tapes)  suggested  for  each  individual  and  staff  team. 
Reading  includes  both  Staff  Task  Proficiency  and  Battle  Staff  Effectiveness  content.  At 
home  study  packages  would  be  provided  with  study  guides;  SME  would  be  available  to 
an.swer  questions,  suggest  additional  material. 

IDT  Training  Period:  BCST  MUTA  minus  one  month:  Two  UTA 
devoted  to  BCSl'  preparation. 

UTA  1:  Structured  discussion  of  BCST  MUTA.  Discuss  "What  will  happen 
when."  "Play"  the  "what  happened  summary"  from  the  "a  way"  AAR.  Review  the  "your 
way"  COTtext  material.  OE/OC  discussion  (from  Discussion  Guide)  of  staff  requirements. 


Training  for  individual  staff  officers  and  small  staH'  teams  is  discussed  in  greater  detail  in  Chapter  5. 
”A  way”  BCST  might  be  executed  in  a  t)’picai  Tank  Battalion,  as  indicated  in  greater  detail  in 
Appeal  13. 
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UTA  2:  Entire  "a  way”  AAR  available  to  Conunandcr  and  XO  with  commentary  by 
OE  and  eXT  who  will  be  present  for  BCST  MUTA-and  who  will  be  present  at  MUTA 
minus  1.  Key  Staff  Teams  such  as  S2,  S3,  FSO;  SI,  S4  view  and  discuss  the  "your  way” 
Context  for  their  Staff  Team  with  the  appropriate  OC/OE.  All  material  should  be  available 
to  be  taken  home  in  TV  cassette  and  paper.  OC/OE  available  to  answer  questions,  provide 
additional  doctrinal  material  for  preparation  at  home  or  worksite  between  MUTA-1  and 
BCST  MUTA. 

Each  staff  officer  would  be  provided  a  copy  of  the  Table  derivative  Module 
Tape)  for  his  staff  position  for  review  at  home.  OC  available  by  telephone  to  answer 
questions. 

BCST  MUTA-Sclection  of  Table  training  opportunities  appropriate  to  the 
requirements  of  the  unit  in  training:  One  sequence  could  be;  Context,  Table  7,  AAR, 
Refight  Table  7,  AAR,  Table  7  with  "What  Ifs"  (essentially  still  a  Coordination  Table), 
AAR,  Table  7  with  "What  Ifs"  ( now  a  Staff  Action  Table),  AAR. 

Post  BCST  MUTA-Documentation  available  to  support  BCST  prior  to  and 
during  the  scheduled  MUTA  should  be  equally  available  and  suitable  for  individual  or  small 
staff  group  remedial  training.  OCs  and  OEs  should  be  competent  to  suggest  appropriate 
training.  Armed  with  the  "your  way"  record  and  the  "a  way"  training  support  material  for 
the  Table,  they  should  be  able  to  stimulate  both  scheduled  and  "opportunity"  unit  training 
as  well  as  individual  and  small  group  training.  This  material  could  be  supplemented  by 
Context,  Module,  and  AAR  material  previously  prepared  for  individual  staff  ofTicer  and 
small  staff  team  training.  See  Chapter  S.  This  all  assumes  the  continuing  local  availability 
of  an  impressive  inventory  of  training  support  and  that  the  trainers  are  tactically  and 
technically  competenL 

TRAINING  SUPPORT 

Quality  training  support  will  be  essential  to  execution  of  BCST.*^  Specific 
validated  training  support  packages  will  be  required.  Trained  OCs  and  OEs  are  a  "must" 
for  this  intensive  distributed  training.  The  chain  of  command  must  be  "in  sync."  The 
training  will  have  to  be  analyzed  to  ensure  that  it  docs  in  fact  achieve  the  results  desired  in 


14  This  it  a  major  but  mn  irtiiwmounuhle  mrutremem. '  Suning  with  the  CTC,  the  itdrattructure  of 
quality  trauung  haa  been  m  ogturod  and  esn  uird  etrerdingly  well.  Think  of  BCST-and  Matoon  and 
CompaRy  STX  Umri  and  TaWei.  for  that  matter- a*  CTC  type  training  etpnned  by  technology  to  the 
Am^ey,  Done  well,  it  is  superb,  the  subject  of  great  soldier  saiiifatuon.  Done  poorly,  it  is 
ievattMint.  Garbage  ut,  gart«ge  out 
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■vcragc  units.  Lastly,  units  in  training  will  need  support  to  free  them  from  the  tyranny  of 
peacetime  administration  while  they  focus  on  warfighting. 

OC/OE  Pretrain 

OE:  Their  training  requirement  includes  basic  civdl  organizational  development 
facilitatcH-  skills  as  well  as  training  m  the  Organizational  Competence  processes  described  in 
the  Olmstcad  model.  Most  of  the  instructional  material  required  to  tram  Tables  and 
Modules  should  be  available  for  OE  preparation  as  a  byproduct  of  preparation  of  the 
general  BCST  Tables  and  Modules.  For  example,  BSE  Probes  appropriate  to 
Tablcs/Modulcs  and  documented  in  "a  way"  AARs  should  be  appropriate  for  OE  training. 
Of  course,  OEs  must  be  generally  familiar  with  tactical  doctrine,  tactics,  techniques,  and 
procedures  so  that  they  can  put  their  comments  into  the  proper  tactical  context  There  will 
be  some  overlap  with  OC  preparation  in  this  area.  OE  support  of  BCST  will  probably  be 
Guard-unique,  at  least  initially. 

OC;  Same  Program  of  Instruction  as  is  employed  for  Combat  Training  Center  OC 
preparation.  In  addition  there  will  need  to  be  a  detailed  introduction  to  vinual  and 
constructive  simulation  so  the  OCs  can  "fill  in"  the  TES  blanks.  That  is,  they  know  what  is 
missing  in  TES  due  to  the  characteristics  of  the  various  simulations  and  why  and  how  to 
compensate,  particularly  in  the  AARs.  As  is  the  ca.se  for  OE  preparation,  the  quantity  of 
BCST  Table  and  Module  training  support  material  prepared  for  BCST  training  should  be 
more  than  sufficient  for  OC  training.  The  various  Proponents  should  be  responsible  to 
ensure  that  OCs  are  functionally  proficient.  Actual  OC  validation  should  be  accomplished 
by  the  CTC  or  whatever  mechanism  is  used  to  validate  CTC  OCs.  As  evidenced  on  Desert 
Storm,  the  CTC  validated  for  maneuver  unit  dcplo>'ment  upon  mobilization.  They  should 
also  establish  the  standards  for  mobilization  before  mobilization. 

Chain  of  Command  Prctraln 

This  training  is  different-both  the  scope  of  the  training  itself  and  the  technologies 
employed  in  conducting  the  training.  Most  chains  of  command,  up  and  down,  will  require 
a  general  orientation  on  the  purposes  of  the  program.  There  will  be  natural  curiosity  as 
well  as  normal  resistance  to  change.  Questions  abound.  Why  is  what  being  done  when? 
How  can  the  chain  of  command  best  support  and  why?  Several  specific  items  seem 
wcessary  for  chain  of  command  preparation: 


•  It  is  very  difficult  to  understand  the  power  of  simulation-particularly  virtual 
simulation-if  you  have  not  experienced  it  This  is  not  experience  by  briefing. 
It  is  learning  by  doing.  You  need  to  become  totally  committed  to  battle 
outcomes  to  understand  the  intensity  and  training  potential  provided  by  the 
simulation.  Prior  to  starting  the  training,  senior  leaders  should  experience 
immersion  in  virtual  simulation  by  direct  ego-committing  personal 
involvement 

•  There  is  understandable  concern  about  embarking  on  new  and  different 
programs  particularly  with  commanders  responsible  for  continuing  unit 
readiness.  Total  Army  leadership  should  explain  the  objective  training  strategy 
and  how  the  BCST  program  fits  into  overall  CATS  planning. 

•  Whatever  the  chain  of  command  believes  to  be  necessary  to  explain  the 
program  to  subordinate  personnel  should  be  provided.  Leader  preparation  is 
not  the  place  to  conserve  resources. 

ARI  TEA 

An  elaborate  infrastructure  of  Training  E^ectivencss  Analyses  will  be  required. 
This  will  be  determined  as  the  BCST  action  program  is  developed. 

TEA  should  address  not  only  the  training  effectiveness  of  the  various  proposals 
with  appropriate  baseline  in  test  units  and  control  units,  but  also,  they  should  address  such 
issues  as: 

•  Actual  compression  of  training  time  achieved  through  immersion  in  the  tactical 
scenario. 

•  Maintenance  of  quality  training  to  standard  despite  exceptional  distribution  to 
small  units. 

•  Structure  of  Staff  Task  Proficiency  and  Battle  Staff  Effectiveness  tasks. 

•  Utility  of  the  training  across  component  (Capstone  traces). 

•  Terminal  proficiency  achieved  in  distributed  training  compared  to  that  achieved 
ttCTC. 

•  Applicability  of  the  training  to  likely  allies. 

Whatever  the  evaluation  program,  intensive  orientation  of  the  analysts  will  be 
required. 


Administrative  Support 

Support  personnel  requirements  need  to  be  developed  such  that  the  unit  undergoing 
BCST  has  no  additional  support  requirements  in  order  to  enable  the  training.  In  other 
words,  when  unit  BCST  is  under  way  during  IDT,  attempt  to  insulate  the  unit  chain  of 
command  so  they  can  in  fact  afford  to  become  immersed  in  the  very  intensive  training.  If 
not,  the  frustration  level  will  be  very  high.  More  important,  the  precondition  for  achieving 
the  levels  of  effectiveness  and  efficiency  in  BCST-immersion-will  not  be  met  All  will  be 
disappointed. 

PREPARATION  FOR  VERTICAL  BCST 

This  is  a  separate  and  distinct  problem  of  preparation.  Vertical  BCST  is  discussed 
in  detail  in  App.  1.2.  There  is  a  substantial  challenge  to  conceptualize,  then  routinely  create 
the  various  vertical  tcams-not  a  unit  but  a  cohesive  vertical  BOS  team  composed  of  BOS 
expertise  up  the  Capstone  chain  of  command.  It  would  seem  that  this  process-both 
identification  and  grouping  for  collective  "vertical"  training-should  occur  under  the 
overwatch  of  the  Proponent  who  would  assume  a  dominant  role  as  the  developer  of 
"vertical"  bonding  requirements.  Execution  of  the  training  would  take  place  in  the  unit 
probably  under  close  scrutiny  of  tiie  CINC  who  would  command  the  deployed  vertical 
c^ability. 

It  seems  presumptuous  to  suggest  specific  preparation  when  neither  the 
composition  of  the  vertical  "team"  nor  the  tasks  for  training  have  been  established.  Nor 
have  the  joint  or  combined  (allied)  implications  been  developed.  Vertical  BCST-Fire 
Support-clearly  needs  to  be  initiated  so  that  these  issues  can  be  addressed  with  experiential 
data.  A  likely  sequence  for  vertical  BCST  development  is  described  in  App.  6.1. 


5.  SUPPORTING  INDIVIDUAL  AND 
SMALL  GROUP  TRAINING 


The  primary  focus  of  6CST  to  this  point  has  been  training  of  the  entire  unit  staff  as 
a  team.  Now  to  look  more  closely  at  the  execution  building  blocks  of  successful  unit  staff 
performance;  that  is,  the  training  of  individual  staff  officers  and  small  staff  teams  which 
must  precede  their  performance  as  competent  staff  officers  in  a  Brigade-  or  Battalion-size 
unit  The  purpose  of  this  chapter  is  to  present  a  concept  for  the  preparation  and  conduct  of 
training  required  to  train  individuals  and  staff  teams  such  that  they  possess  at  least  the 
minimum  level  of  tactical  and  technical  competence  required  for  the  unit  as  a  whole  to 
peiform  "crawl”  level  Coordination  BCST Tables  to  standard.  Hopefully  these  individuals 
and  staff  teams  can  be  prepared  well  beyond  basic  proficiency.  Some  will  become  highly 
proficient;  the  challenge  is  'nsuring  that  all  meet  a  minimum  standard  so  that  there  is  a 
pnxluctive  collective  training  experience. 

The  broad  requirements  for  individual  and  small  staff  team  training  have  been 
established  in  previous  chapters: 

•  Staff  Task  Proficiency  requirements  are  described  in  the  various  doctrinal 
sources,  particularly  the  Combined  Arms  Battle  Tasks  developed  by  ARI  POM 
in  support  of  CAC-T  and  the  Combat  Training  Centers  and  the  appropriate 
ART^-MTP.  Individual  staff  officer  tasks,  conditions,  and  standards  are 
stated;  explicit  statements  of  various  MOP  or  MOE  of  individual  staff  officer 
performance  tied  to  specific  Modules  are  yet  to  be  prepared.  Small  staff  team 
tasks,  conditions,  and  standards  are  not  yet  defined  explicitly  although  they  can 
be  inferred  'torn  existing  documentation  as  was  done  above  for  both  individual 
and  staff  team  tasks  in  Appendix  2.3,  MOP/MOE  Development,  which 
addressed  the  S4  and  the  S2,  S3,  FSO  small  staff  teams  as  illustrative 
examples. 

•  The  Battle  Staff  Effectiveness  (BSE)  model  proposed  by  Olmstead  defines  the 
requirements  for  organizational  competence.  Training  to  develop  these 
competencies  should  be  part  of  the  training  packages  for  both  individual  staff 
officers  and  for  small  staff  teams.  While  the  primary  BSE  focus  is  on 
development  of  organizational  competence  for  the  entire  staff  team,  individual 
staff  officer  training  also  should  include  training  in  selected  processes  of 
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organizational  competency  such  as  sensing,  communicating  information, 
communicating  implementation,  and  feedback.  Clearly  high  performance 
interpersonal  relations  are  important  to  an  cffecuve  staff  team  and  therefore 
need  to  be  included  in  die  concqitual  modeL^ 

•  The  staff  performance  model  involves  both  training  by  echelon  (horizontal) 
with  the  initial  focus  at  Battalion  and  Brigade  echelons  and  training  by 
Battlefield  Operating  System  (vertical)  fiom  the  smallest  tactical  unit  such  as 
the  Engineer  Platoon  to  the  highest  tactical  echelon.  For  Mobility, 
Countermobility  and  Survivability  BOS,  this  is  the  Engineer  Brigade  at 
Coips.2  Horizontal  BCST  is  well  understood;  vertical  is  not.  Still  to  be 
defined  rigorously  are  the  composition  and  shared  responsibilities  of  the 
various  vertical  staff  teams  which  must  exist  to  ensure  efieedve,  efficient 
focusing  of  the  combat  power  of  each  BOS  as  well  as  the  synchronized 
focusing  of  combat  power  across  several  BOS  which  lies  at  the  heart  of 
Airland  Batde  doctrine.  The  vertical  Fire  Support  "family"  or  team  is  probably 
the  best  understood  vertical  staff  team.  For  that  reason,  the  Fire  Support  BOS 
has  been  selected  as  the  first  vertical  BCST  to  be  developed.^ 

•  Three  levels  of  individual  staff  officer  or  small  stafi^  team  training  Modules 
i^peai  appropriate  for  horizontal  training  and  probably  for  vertical  training 
also.  As  portrayed  in  Enclosure  3,  Appendix  3.1,  C^rdination,  Tactical 
Action  and  Reaction  Tables  are  proposal  in  a  "crawl,  walk,  run"  sequence  of 
increasing  complexity  of  mission,  friendly  strength  or  enemy  composition.  In 
addition,  the  complexity  of  the  staff  actions  is  increased  as  friendly  units 
involved  in  the  BCST  change  from  single  service  (Army  alone)  to  joint  to 
combined  opera*'  with  allies.  As  the  Tables  progress  in  difficulty,  so 
should  the  ModuV  '  derived  from  the  Tables  and  designed  for  preparatory 
individual  staff  officer  or  small  staff  team  training.^ 

*  Serioas  work  continues  to  develop  improved  staff  (vganizadonal  competence.  One  promising  example 
under  way  for  ARI-POM  b  Zsambo^  Caroline  £.,  Gary  Klein,  Molly  M.  Kjiie,  David  W.  Klinger, 
Advanced  Team  Decision  Making:  A  Developmental  Model,  Klein  Asmiates,  Inc.,  June  IS,  1992. 

For  a  graphical  representation  of  the  vertical  and  horizontal  interactions,  see  Figure  1-1,  Chapter  1. 

The  Olmstead  Model  b  related  to  vertical  "Battle  Teams”  in  Enclosure  1,  App.  1.2,  "Vertical* 
Synchronization. 

*  Thb  sequence  also  appears  patVculariy  appropriate  for  instiuitional  training.  See  Chapter  6.  There  b 
another  advantage  to  having  Tablet,  and  Modules  of  varying  difficulty.  That  b  the  potential  for 
adaptive  testing  as  well  as  adaptive  training,  as  suggested  by  Dr.  Howard  McFann,  ARI  lOM:  "...you 
win  have  an  array  of  instructional  modules  or  blocks  which  vary  in  difficulty  or  comi^exity.  You  lave 
stafb  first  try  a  module  of  medium  difficulty  and  then  see  bow  they  do.  If  they  are  not  able  to  do  the 
particular  module  then  you  cycle  them  down  to  a  lower  level.  If  they  do  fine  then  you  cycle  to  a  more 
difficult  level  The  advantage  is  you  quickly  determine  the  level  appropriate  for  tlw  group  and 
maximize  use  of  training  time.  Thb  b  in  contrast  to  a  fixed  sequence  apinoach  where  every  group 
starts  with  the  easiest  and  moves  to  the  more  complex."  Ltr  to  Author,  Comments  on  Instructional 
System  For  Battalion  Training.  Match  2S,  1992. 
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•  Additional  instructor  expertise  is  required  to  train  Battle  Staff  Effectiveness  and 

Staff  Task  Proficiency  to  individual  staff  officers  or  small  staff  teams. 
Observer  Controller  (OQ  responsibilities  introduced  in  the  Combat  Training 
Centers  seem  appropriate  in  support  of  Staff  Task  Proficiency  training  of 
individual  staff  officers  and  small  staff  teams.  OCs  prepared  to  support  unit 
BCST  should  be  equally  capable  of  mentoring  individual  staff  officer  and  staff 
team  preparation.  Hie  same  logic  should  apply  in  developing  Battle  Staff 
Effectiveness  (organizational  competence)  within  the  small  staff  teams.  OEs 
will  need  to  be  trained  to  support  these  teams,  particularly  the  vertical  teams 
accustomed  to  being  separated  (vertically  in  the  chain  of  command)  in  battle  as 
flwy  nonnally  are  in  peacetime.^ 

THE  TRAINING  MODEL 


As  summarized  above,  the  broad  direction  for  design  of  the  training  for  the 
individual  staff  officer  and  small  staff  team  has  been  established.  Now  to  the  mechanics  of 
implementation  of  the  concept-the  design  and  implementation  of  the  basic  model.  Before 
description  of  the  basics,  however,  one  important  caveat  has  to  be  stated.  The  success  of 
all  which  is  described  here  is  critically  dependent  on  the  genuine,  positive  support  of  the 
chain  of  command.  After  all,  particularly  at  the  Battalion  and  Brigade  echelons,  the  chain 
of  command  as  it  expresses  itself  to  subordinates  is  what  is  being  provided  the  tactical 
BCST  training.  Whetlier  during  IDT  or  entirely  "God  and  Country  time"  the  mental 
energies  of  key  senior  leaders  will  be  diverted  &x>m  peacetime  administration,  the  "bread 
and  butter"  coucems  of  State.  The  Battalion  or  Brigade  S3  or  S4  in  BCST  will  not  be 
available  for  support  of  important  State  programs  as  his  or  her  focus  is  on  the  development 
of  waifighting  proficiency.^ 


Hme  for  unit  BCST  is  visible.  It  can  be  scheduled,  protected,  then  intensified  by 
the  various  measures  suggested  in  this  Paper.  Individual  staff  officer  training  in  the 
institution  such  as  C&GSC  can  be  scheduled  and  protected.  It  will  be  far  more  difficult  to 
set  aside  and  protect  the  time  required  to  train  in  the  unit  or  vertically  across  multiple  units 
in  iiulividual  staff  officer  or  small  staff  team  Modules.  This  is  a  problem  of  "eaches"- 
important  training  without  the  priority  afforded  training  requirements  when  the  full  unit 


^  Developing  the  smooth  functioning  required  of  a  high  performance  team  in  a  distributed  vertical  group 
connected  only  by  communications  and  the  shared  doctrine,  tactics,  techniques,  and  procedures  of  a  BOS 
is  a  non-trivial  challenge.  Coruiderable  training  development  effon  will  probably  be  required.  OE 
piqantion  is  discussed  fiuther  in  Quq)ter  4. 

^  This  is  the  desired  level  of  support  Gearly  natural  disasters  and  comparable  state  crises  will  preempt 
the  unit  chain  of  command  upon  occasion. 
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staff  is  involved.  Yet  this  training  is  essential  tc  develop  the  basic  task  proficiency  required 
to  enable  productive  urat  BCST  Table  training.  Therefore,  the  attitude  of  the  leadership 
from  the  TAG  down  must  be  genuinely  supportive  of  individual  and  small  team 
development  Positive  incentives  such  as  additional  pay  for  BCST  training  rimft  and/or 
ptomodon  or  similar  acknowledgment  of  performance  will  be  essential.  Conversely,  there 
should  be  negative  policies  associated  with  unsatisfactory  performance.  Without 
motivation  and  "teeth"  provided  by  the  chain  of  command,  the  levels  of  individual  staff 
ofBccr  and  staff  team  proficiency  necessary  to  enable  unit  BCST  to  fight  and  win  at  Airland 
Battle  doctrine  will  simply  not  be  attainable  by  the  majority  of  combat  Battalions  and 
Brigades.  Now,  assuming  command  support,  what  is  to  be  done? 

As  it  is  for  unit  BCST,  the  primary  training  vehicle  for  individual  or  small  staff 
team  training  is  conduct  of  an  AAR  after  experiential  "learning  by  doing"  executing  a 
Module  or  subset  of  a  Table  previously  developed  for  use  in  unit  BCST.  The  Module  is  a 
"cut  down"  Table  tailored  to  train  individual  or  staff  officer  tasks  to  the  explicit  MOP  and 
MOE  already  developed  in  the  Table  vignette  of  a  "day  of  battle."  Various  potential  Tables 
are  described  in  Chapter  3.  As  it  is  in  unit  BCST,  individual  staff  officer  or  small  staff 
team  training  is  envisaged  to  consist  of  "a  way"  and  "your  way"  execution  of  staff  tasks. 
"A  v/ay"  is  execution  of  the  tasks  by  a  highly  competent  unit-extracted  to  staff  officer  or 
small  staff  team  tasks-preferably  drawn  finom  actual  unit  (staff  officer,  small  staff  team) 
performance  at  a  CTC  rotation.  "Your  way"  is  how  you,  the  individual  staff  officer  or 
small  staff  team  in  training,  perform  the  same  staff  tasks. 

There  are  three  coiiqxMients  to  the  training.  Context  must  be  established  in  the  mind 
of  the  single  staff  officer  or  small  staff  team;  the  Module  is  "fought";  finally,  the  AAR  is 
conducted.  Context  is  defined  as  all  which  must  be  done  by  the  individual  staff  officer  or 
small  staff  team  to  prepare  titemselves  such  that  they  will  be  able  to  transition  smoothly  into 
the  warfi^t  at  tire  instant  of  iiutiation  of  the  simulation  (constructive  or  virtual).  Context  is 
shorthand  for  all  which  must  be  done  in  preparation.  The  Context  training  package  differs 
from  that  envisaged  for  Pretrain  in  unit  BCST.  It  is  less  because  it  does  not  involve 
preparation  of  the  entire  unit  as  is  the  case  in  horizontal  or  BOS  staff  as  in  vertical  unit 
BCST.  Only  that  information  required  for  task  performance  as  the  individual  staff  officer 
CfT  small  staff  team  is  presented.  The  Context  training  package  is  more  than  unit  BCST 
Pretrain  because  it  includes  both  general  training  on  responsibilities  of  that  particular 
position  and  specific  training  material  related  to  the  explicit  METT-T  of  the  Table  (Module) 
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about  to  be  trained  I  would  anticipate  that  at  least  fifty  percent  of  the  instructional  material 
will  be  general  sta^  training  in  conduct  of  various  tactical  missions.  Dependent  on  the 
objective  of  the  Module  to  be  trained,  this  material  would  be  packaged  for  home  study  by 
the  individual  off!  '  cr  training  as  an  individual  staff  officer  or  as  a  member  of  a  small  staff 
team. 

Distributed  training  is  a  key  aspect  of  the  unit-oriented  individual  or  small  staff  team 
training  strategy.  Since  most  of  the  training  will  be  self  study,  probably  conducted  at  home 
or  woiic  site,  we  need  to  draw  on  predictable  anticipation  of  execution  of  the  Table  in  front 
of  peers  and  superiors  who  want  to  do  well  in  order  to  stimulate  personal  motivation  to 
train.  In  other  words,  as  you  prepare  to  execute  your  responsibilities  as  S-X  (1, 2, 3, 4, 
FSO,  etc.)  several  weeks  from  now  when  your  Battalion  executes  Table  7  (Deliberate 
Defense-Execudon)  in  unit  BCST,  the  training  package  provided  you  will  not  only  prepare 
you  for  the  METT-T  of  that  particular  Table-condensed  to  a  Module  focused  on  your 
posidon-but  also  it  will  train  you  in  the  more  general  responsibilides  of  your  posidon.  In 
addition  you  should  have  received  some  functional  BCST  preparation  in  your 
•'schoolhouse'*  institutional  training.  This  aspect  of  BCST  is  discussed  in  Chapter  6. 

We  want  to  capitalize  on  individual  desire  to  excel.  Tliis  does  not  mean  that  all  will 
have  to  complete  all  of  the  training.  A  diagnostic  pretest  will  be  provided.  You  should 
complete  only  that  general  training  which  the  pretest  indicates  is  necessary.  The  remainder 
of  the  Context,  that  related  to  the  explicit  METT-T  of  the  individual  staff  officer  or  staff 
Tfntn  Module-itsclf  derived  from  the  coming  unit  BCST  Table-should  be  trained  in  its 
entirety.  After  all,  that  is  what  will  give  you  a  Teg  up"  anyway  in  preparing  for  the 
upctxning  Table  execution.  Important  training  occurs  in  Ojntext  preparation. 

The  Module  draws  on  a  variety  of  training  support  to  immerse  the  individual  staff 
officer  or  small  staff  team  in  the  tactical  vignette  while  performing  tasks  appropriate  to 
Planning,  Preparation,  or  Execution  of  the  designated  mission.  For  individual  staff  officer 
training,  interactive  "freeplay"  participation  in  "your  way"  of  performing  tasks  compared  to 
"a  way"  the  tasks  are  performed  by  a  highly  competent  staff  officer  is  probably  both 

too  expensive  and  unnecessary.  Nor  may  it  be  necessary  for  horizontal  or  vertical  staff 
team  training  but  that  will  have  to  be  determined  by  analyses.  A  paper-based  series  of 
situations  keyed  to  charmel  "your  way"  to  explicit  MOP  and  MOE  established  by  the  "a 


way"  unit  to  identical  METT-T  may  be  sufficient  to  immerse  the  staff  officer.^  Videotape 
should  be  a  useful  supplement  Certainly  interactive  CD  ROM  drawing  on  imagciy  created 
by  viiTaal  or  constructive  simulation  to  lead  the  staff  officer  through  staff  tasks  should 
immerse  until  low  cost  distributed  virtual  or  constructive  simulation  is  available  if  that  is 
necessary.  The  model  appears  both  appropriate  and  feasible  for  Staff  Task  Proficiency. 

Stimulation  of  effective  Battle  Staff  Effectiveness  training  should  be  even  easier. 
Immersion  of  the  staff  team  should  excite  and  involve  emotion  and  personal  commitment 
creating  the  interpersonnel  stresses  which  feed  situations  requiring  organizational 
competcnce-thc  grist  for  Battle  Staff  Effectiveness.  The  point  is  that  the  purpose  of  the 
Module  is  to  absolutely  immerse  the  individual  or  small  staff  team  in  the  tactical  situation  so 
that  they  are  emotionally  committed  to  performance  to  standard.  They  want  to  perform  as 
well  as  the  "a  way"  individual  or  staff  team  did-and  maybe  "beat"  them.  This  sets  up  the 
next  important  step  of  trairting,  conduct  of  the  AAR  where  much  of  the  effective  learning 
occurs.* 

The  AAR  would  be  conducted  as  discussed  in  Oiapter  2.  The  AAR  is  stnicturcd  to 
permit  tiie  individual  or  staff  team  to  leam  how  they  performed  to  explicit  MOP  and  MOE- 
assessment  of  "your  way"--and  how  they  performed  in  relation  to  execution  of  the  same 
tasks  by  the  "a  way"  staff  officer  or  small  staff  team.  Qearly  we  want  to  encourage  a  wide 
range  of  "your  ways"  to  stimulate  thoughtful  innovation  just  as  we  want  to  preclude 
stereotyping  of  "a  way"  as  the  only  way.  However,  execution  of  some  staff  tasks  is 
circumscribed  by  Army  doctrine,  joint,  or  allied  standardization  agreements.  There  are 
rigorous  prescribed  procedures  associated  with  Passage  of  Lines.  Joint  regulations  govern 
conduct  of  Joint  Air  Attack  (JAAT).  NATO  STANAGS  prescribe  certain  reports  in 
specified  formats.  These  standardized  requirements  must  be  trained  and  reinforced  in 
individual  and  small  staff  trairting  both  horizontal  and  vertical.  There  is  no  easy  answer 

^  This  is  an  important  issue.  Staff  officers,  nmmally  operating  from  a  Tactical  Operating  Center, 
envisage  the  flow  of  battle  from  their  tactical  map—their  "porthole”  to  the  "mind's  eye."  Imaginative 
video  cassette-,  and  audio  tape-based  training  support  should  stimulate  staff  officer  inunersion. 
For  the  Commander  and  his  or  ’'cr  command  group  visual  "eyeball"  stimulation  seems  necessary. 
Virtual  simulation  provides  this  today.  Hopefully,  constructive  simulation  can  provide  this  in  the 
future.  JANUS  3D  seems  to  offer  this  pmmise.  See  foonote  discussimt,  p.  3-8.  This  is  another  area 
for  Training  Effectiveness  Analyses. 

*  The  relative  training  importance  of  each  step  of  the  model  reeds  to  be  determined.  My  initial  estimate 
is  that  40  percent  of  the  training  value  will  come  from  the  general  and  Module-specific  nature  of  the 
Context,  M  percent  from  actual  execution  of  the  Module  Gcaming  by  doing)  and  40  percent  from  the 
AAR  as  the  individual  staff  officer  or  small  staif  team  compares  "your  way”  to  "a  way"  and  discusses 
imidications  of  the  differences. 
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here.  Intuitively,  individual  staff  officer  training  should  train  the  doctrine  and  alternative 
tactics,  techniques  and  procedures.  Where  "one  way"  is  prescribed,  training  should 
reinforce  that  Then,  encourage  more  variation  and  innovation  Ln  ways  combat  power  can 
be  applied  consistent  with  procedural  agreements  at  the  small  staff  team  level. 

How  this  dilemma  is  resolved  on  the  ground  will  be  influenced  by  the  quality  of  the 
OC  or  OE  who  conducts  the  AAR  after  execution  of  the  Module.’  He  or  she  should  have 
the  "a  way"  AAR  for  that  particular  Module  available.  This  AAR  training  support  material 
documents  "a  way"  performance  of  the  explicit  MOP  and  MOE  as  a  basis  for  comparison 
with  "your  way"  execution  of  the  same  MOP  and  MOE  to  the  same  METT-T.  In  time,  it 
may  be  possible  to  remove  the  requirement  fcff  direct  OC  and  OE  participatitMi  in  the  AAR, 
particularly  for  procedure-based  individual  staff  officer  training,  without  falling  into  the 
"only  way"  mq)  discussed  above.  Interactive  CD  ROM  developing  the  MOP  and  MOE  of 
"a  way"  execution  including  alternative  equally  valid  approaches  could  perhaps  supplement 
and  in  fact  enable  individual  self-evaluatit^n  of  "your  way"  execution.  Institutionalizaticn 
of  distributed  individual  execution  of  the  model  of  individual  staff  officer  training  in  the 
unit  environment  (Diagnostic  self-evaluation.  Context,  Module,  and  AAR)  will  eventually 
require  stand-alone  training  packages.  On  the  other  hand.  Staff  Team  training  cannot  be 
conducted  without  OE  intervention.  Small  staff  teams  must  have  OE  support  to  train  and 
evaluate  organizational  con:q)etencies.  The  complexity  of  tasks,  particularly  those  required 
of  the  vertical  staff  team,  would  seem  to  mandate  OCs  also  for  staff  team  training  to  Staff 
Task  Proficiency.!® 

That  is  the  model.  There  is  a  considerable  development  challenge  in  causing  "your 
way"  to  happen  in  virtual  or  constructive  simulation  in  a  distributed  setting  at  low  cost  even 
for  small  staff  teams  where  there  are  modest  economics  of  scale-several  staff  officers  who 
can  be  trained  simultaneously.  Eventually  this  same  capability  should  be  available  for  the 
training  of  individual  staff  officers  distributed  to  home  or  work  site  The  potential  of  this 
iqjproach  is  high  as  it  involves  the  staff  officer  in  distributed  interactive  "learning  by  doing" 

’  bseemshighly  unlikely  that  this  BCST  AAR  can  ever  be  conducted  by  the  commander.  It  is  simply 
tco  difficult  to  become  disengaged  and  objective,  particularly  to  assess  organizational  competence.  An 
objective  "third  person*  who  can  assess  all  including  the  commander  is  necessary. 

!  ®  In  review  of  this  DCST  paper.  Dr.  Joseph  Olmstead  commented  m  institutionalization  of  training  of 
organizational  competencies  could  be  an  appropriate  responsibility  for  the  Battalion  Executive  Oificer. 
Dandridge  M.  (Mike)  Malone  commented:  "Think  of ’OE’ skills  as 'XO' skills...?"  This  is  clearly  a 
useful  research  path.  For  the  near  term,  it  may  expect  too  much  horn  the  XO.  Contemporary  ARI- 
Benning  research  at  the  JRTC  cited  in  App.  6.1  indicates  serious  shortfalls  in  murent  XO  task 
proficiencies  relating  to  staff  organI‘'.‘'tion  and  training. 
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in  a  training  environment  intensified  eventually  by  immersion  in  virtual  or  constructive 
simulation.1*  The  challenge  will  be  to  translate  potential  to  reality. 

Important  first  steps  are  to  structure  the  design  of  the  training  packages  (Context 
preparation,  Modules,  and  AARs)  as  well  as  the  associated  training  support  appropriate  to 
the  distributed  individual  staff  officer  and  small  staff  team.  Design  of  the  individual  staff 
officer  and  small  staff  team  training  packages  should  include: 

•  Modules  which  are  derived  from  Tables  used  in  unit  BCST.  Where  the  Tables 
are  consecutive  as  are  Tables  5  to  7,  Deliberate  Defense  Planning,  Preparation, 
and  Execution,  the  Modules  should  also  flow  consecutively.  Just  as  Table  5 
can  flow  into  Table  6  then  Table  7,  so  should  the  various  Modules  derived 
from  these  Tables.  Note,  however,  that  for  some  staff  officers  such  as  the  S4, 
a  Module  based  on  just  30  or  60  minutes  of  battle  is  insufficient,  given  the 
nature  of  staff  responsibilities.  At  least  12  to  24  hours  of  battle  should  be 
represented  to  ensure  that  there  arc  sufficient  logistic  actions.  The  same 
considerations  apply  for  vertical  staff  team  training  where  there  are  planning 
cycles  of  different  lengths  such  as  Close  Air  Support  currently  generated  in 
days  coiiqjared  with  Field  Artillery  support  generated  in  hours. 

•  Training  packages  designed  responsive  to  the  National  Guard  IDT  training 
environment  Training  intended  to  be  accomplished  at  home  or  worksite  such 
as  tile  Context  training  should  not  only  be  structured  for  multiple  one*  to  two- 
hour  individual  training  periods  but  also  tiie  training  support  must  be  consistent 
witii  home  media.  Paper,  Vu  Graph,  35  mm  slide  and  VCR  cassette  are  it  for 
now.  Interactive  E  Mail  is  feasible  for  selected  individuals.  Each  individual 
staff  officer  training  package  should  include  a  diagnostic  pretest  with 
appropriate  entry  points  for  self-paced  Context  training.  Small  staff  team 
training  packages  should  enable  group-paced  training.  Assuming  that  most  of 
the  Context  preparation  is  done  at  home,  the  Module  and  AAR  portion  of  the 
training  should  be  structured  in  one  UTA  (4  hour)  blocks  of  time—probably  a 
weekday  evening.  Of  the  4  hours,  strive  for  30  to  60  minutes  of  warfighting 
immersion  in  the  staff  position  (horizontal  or  vertical)  with  the  balance  in  AAR 


Excellent  w(»k  is  under  way  in  autonomous  case-based  reasoning.  The  BCST  model  relies  inidally  on 
a  pt^,  video,  and  CR  ROM  case  litnaiy  of  Modules  designed  to  train  individual  staff  officer  and  staff 
team  tasks  in  a  combination  of  interactive  Context,  battle  vigneues  and  AAR  situations  which  tl<e 
student  must  respond  to.  This  methodology  has  been  described  as  crucial  step  towards  the 
development  of  a  new  generatitm  of  computer-based  educational  software  systems,  which  takes  as  its 
fundamental  principle  the  idea  that  learners  must  be  actively  engaged  in  realistic  problem-solving  tasks, 
embedded  in  realistic  situations,  in  order  to  pit^Kriy  assimilate  lessons  in  a  way  tlvu  will  enable  their 
application  in  appropriate  situations  in  the  future.”  Shank,  Roger  C.,  William  Fetguson,  Lawrence 
Bimbaum,  Jom  Barger,  and  Mathew  Greising,  ASK  TOM:  An  Experimental  Interface  for  Video  Case- 
Bases,  Northwestern  University,  The  Instiuae  for  the  Learning  Sciences.  Undated  (1990),  p.  10. 
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guided  by  OC  as  well  as  OE  where  small  staff  team  Modules  (horizontal  or 
vertical)  are  being  conducted.  Alternatively,  there  should  be  flexibility  to 
permit  a  "rcfight"  of  the  Module  after  the  AAR  to  confirm  proficiency-all 
within  the  4  hour  length  of  the  UTA.  This  schedule  assumes  that  all 
participants  are  prepared  to  start  the  Module  when  they  assemble  since  they 
have  completed  the  Context  preparation  at  home  or  worksite.  If  not,  some 
additional  time  will  have  to  be  taken  from  another  MUTA  to  establish  Context 
for  Module  execution. 

TRAINING  SUPPORT  REQUIREMENTS 

It  seems  evident  that  there  is  a  broid  array  of  training  aids  required  to  support  the 
proposed  range  of  training  requirements  and  opportunities.  Various  media  are  television 
(VCR  and  cassette),  audio  tape,  paper  including  photographs  (supplemented  by  CD  ROM), 
vertical  ’Views"  of  the  battlefield  (Plan  View  Display)  and  "out  the  window"  views  of 
objects  on  the  digital  battlefield.  A  multimedia  "case  library”  has  to  be  created  of  each  "a 
way"  Module  with  documentation  sufficient  to  support  both  "a  way"  Context  and  "a  way" 
AAR.12 

Television:  Coverage  of: 

"A  way"  commander  and  key  personnel  receiving  the  Brigade  Order. 

Conduct  of  the  Brigade  rehearsal  with  attention  focused  on  the  Battalion  TF 
portrayed  in  the  Table/Module. 

Battalion  Orders  Group  receiving  die  OPORD. 

Conduct  of  the  Battalion  TF  rchearsal(Rock  drills)  of  significant  staff 
coordination  actions  by  "a  way"  individual  staff  officers  or  s“""Il  staff  teams. ^3 


t2  Similar  documentation  is  required  cf  "your  way"  Module  to  create  the  training  mds  for  the  "your  way" 
AAR-the  most  'mpoiant  training  event.  This  should  not  need  to  be  as  comprehensive  a  requirement 
as  "a  way"  documentation  because  data  collection  can  be  limited  to  material  directly  related  to 
previously  agreed  explicit  MOP  and  MOE  for  that  Module. 

13  -piijj  documentation :  ^:Hild  continue  throughout  "a  way"  execution  of  the  day  of  battle.  Context  for 
"your  way"  Module  would  use  the  documentation  up  to  the  instant  of  initialization  for  the  particular 
Module.  After  the  instant  of  "your  way*  initialization,  the  "a  way"  documentation  would  be  used  as  a 
baseline  for  development  of  the  "yoar  way*  A  AR-where  "your  way"  execution  of  MOP  and  MOE  is 
compared  to  "a  way’  execution  of  the  same  MOP  and  MOE 
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Audio:  Tapes  of  Battalion  TF  tactical  voice  radio  nets 

Tapes  of  key  planring  discussions  by  individual  staff  officers  and  small  staff 
teams.  NOTE:  Paper  transcriptions  may  be  useful  too  as  long  as  they  do  not 
provide  a  dysfunctional  "crutch"  unavailable  in  tactical  operations. 

Paper  including  photographs: 

Photogrqjhs  of  tactical  maps  (comparing  ground  truth  with  reported  truth  on 
the  maps  of  key  personnel) 

Much  of  the  Context  material  (general  and  Module  specific)  should  be  paper- 
based  initially  with  transfer  to  interactive  CD  ROM  as  digital  representations  of 
the  battle  are  available- virtual  or  constructive. 

Plan  View  Display: 

Actual  battle  trace  at  inqxmant  times. 

Locations  of  selected  weapons  or  leaders  over  time. 

Graphical  representation  of  execution  of  Fire  Support  Plan  by  location  or  by 
weapon  over  time.*^ 

"Out  the  window"  views: 

4D  (x,  y,  z,  t)  representation  of  various  decision  matrices  such  as  the  Decision 
Support  Matrix  or  the  Synchronization  Matrix. 

Key  personnel  views  of  the  battlefield  at  selected  tinKS. 

These  are  all  general  uses  of  the  various  media  described  as  they  might  be  used  to 
establish  context  at  the  instant  of  irutiation  of  the  Module.  Once  the  various  individual  staff 
officer  or  small  staff  team  MOP  rnd  MOE  are  definer^  media  will  become  critical 
components  of  the  collection  plan  of  "your  way”  Modul  f  locution  in  preparation  for  the 
"your  way"  AAR— both  for  the  Module  AAR  and  for  the  "take  home"  package  for  further 
individual  or  small  staff  team  development 

TRAINING  DEVELOPMENT 

That  is  the  concept  for  individual  staff  officer  and  small  staff  team  trairting.  Most  of 
tire  training  and  technology  development  is  derivative  of  the  effort  required  to  field  die  more 
corrqnehensive  BCST  Tables.  The  methodology  for  developing  the  AAR  and  then  the 


See  Appendix  2.4  AAR  Training  Support  UPAS  for  additional  examples. 
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Tablet  it  dcicrilied  in  dcuil  in  Chapter  2.  In  App,  2  3,  MOP/MOE  Development,  five 
ttept  arc  described  to  translate  from  task  to  MOP/MOE  to  AAR  and  then  to  explicit 
cnablinf  Table.  Once  the  Table  is  completed,  the  louive  documentation  should  be  present 
for  the  Modules.  It  should  be  amenable  to  selection  almost  by  inspection.  That  is,  if  the 
Table  it  correct  in  task  and  MOP/MOE  representation,  the  Module  subsets  reflecting 
individual  staff  officer  and  small  tuff  team  should  be  also  An  accuracy  check  can  be 
done,  comprehensively  or  selectively,  by  following  the  five  Table-building  steps  in 
building  Modules.  This  process  is  described  in  detail  in  App.  2.3  for  the  S4  and  S2.  S3. 
FSO.  The  array  of  potertiti  Tables  described  in  Chaptw  3  should  cover  the  range  of 
individual  and  small  team  staff  tasks  necessary  to  be  trained  at  least  at  the  basic 
Coordination  level  Finally.  Chapter  4  charts  a  possible  unit  uaining  program  in 
preparation  for  Table  execution.  In  discussing  general  training  program  guidance, 
individual  and  small  staff  team  staff  ta.sk  training  are  proposed  for  each  of  the  two  MUTAs 
preceding  the  MUTA  desigruted  for  BCST  Table  training.  Sufficient  guidance  seems 
provided  to  develop  and  incorporate  individual  staff  officer  and  small  suff  team  training 
into  BCST. 

It  fcmaini  only  to  determine  the  TRADOC  Proponent  responsibilities  and  begin  the 
developmenL  It  would  socm  sensible  to  have  the  Staff  Proponent  develop  the  Staff  tasks  - 
such  u  die  Intelligence  Scliool  for  the  S2.  Small  team  tasks  could  be  determined  by  the 
near  Battlespacc  proponent  (Ft  Knox  for  n.obilc  armored  forces).  These  we  TRAIXXT 
decisions. 
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6.  IMPLICATIONS  FOR  INSTITUTIONAL  TRAINING 


While  the  primary  focus  of  BCST  is  training  in  the  unit,  there  are  clear 
opportunities  for  application  of  this  new  training  technology  in  the  institutioo.  TIk  training 
Institution  is  the  "schoolhcHJSc'-ihat  part  of  the  supjxjrt  army  charged  with  Initial  Enty 
Training  for  ofEcm  and  enlisted  soldiers  and  tlsc  ccntjuiired  professional  dcvclopn^nt  of 
officers  and  noncommissioned  officers.  Tliat  rc.tpon$ibility  is  currcnMy  vested  in 
TRADOC.  By  virtue  of  current  technology,  that  institutional  training  can  be  conducted 
either  at  the  school  itsel.  (Ixavcn worth,  Penning,  Knoa,  etc.)  or  distributed  to  regional 
sites  and  taught  by  certified  agencies  such  as  Army  Reserve  (USARF)  Schools  or 
admanisKrtvl  directly  by  &>e  Institubon  but  deliverrd  to  unit  or  home. 

The  disdngiiishing  thaiuctrristic  of  institutional  trainin*  is  that  TRADOC  it  directly 
and  esptkiily  responsible  for  bo'h  the  content  and  the  qisality  of  the  training.  While  the 
training  conducted  is  nortnany  irvdividuaJ  training  (Basic  Consbai  Training,  Officers 
Advaivce  CourseX  it  tan  occasionally  be  collective.  Ike  esample,  TRADOC  is  responsible 
for  the  quality  caecution  of  cclloctivc  training  of  upe.  aritau]  units  while  they  are  training  at 
the  Comhit  Training  Ccn’crs.’  The  Combined  A'-m  Ciommand  at  Ft  Leavenworth 
owiductr.  the  Tactical  Commai  dor's  Development  Gairsc  (TCDQ  for  no»  only  individual 
Guard  cormnanders  t. 'route  to  command  but  also  f»>r  the  commanders  ar.d  staff  of  high 
priority  Guard  tacUt.«l  units -the  round  out  and  round  up  brigades.*  As  a  general 
prs^jojitkin.  when  it  is  csseniistj  tlisf  there  be  cxwislvrent  quality  control  of  itnpomnf  training 
such  as  Initial  entry  or  prrcf  mnund  trairing,  that  training  is  considered  for  inclusion  in 
icttitudona!  training  So  there  are  numerous  precedents  in  institutional  support  for  pre- 
command  raining  for  cosnmitment  of  the  insiitutiona]  training  establishment » the  conduct 
of  BCST  for  Guard  units  and  individuals.  Further,  there  are  clear  indkuions  that  cuntnt 
fcn^mtional  staff  ofTvrer  training  does  not  fully  prepare  command  and  staff  to  execute 


1  rksfty  the  chain  of  of  the  oftnatimai  unit  irma  m  rcsponsibte  for  the  trai&int  of  Ae  witt 

TkADCX:  tmmtt  am  trsimnjr^vaJueuon  and  ail  of  tae  asarMrmn]  tnuning  u^iport  tf  docts«ni>Ji]r 
correct  to  na&iird  Ckarty  both  TRADOC  and  opnsuunal  CINC  need  to  worit  logrdter  to  tuppori 
ma  earning. 

*  This  leaportsibility  will  dvvdy  be  passed  withia  Letvrnwonh  from  dw  CAGSC  to  CAC-T  B'  ’TJ’. 
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Airitnd  Battle  doctrine.  There  is  a  need  for  insdtudonai  BCST.  See  Appendix  6.1, 
kequircn'cnts  for  BCST  in  Insdtudonai  Training. 

Insdtudonai  BCST  can  take  several  fomu.  First  in  priority  and  most  common  is 
the  training  of  the  individual  staff  member,  officer  or  noncommissioned  officer.  This 
occurs  roost  often  at  the  "schoolhouse"  in  a  prescribed  course  of  instrucdon  such  as  the 
Oflicen  Basic  Course  where  the  individual  joins  with  peers  frcnn  other  units  to  receive 
training.  However,  it  is  also  possible  to  {xovide  insdtudonai  trainLig  to  individuals  in  their 
unit  conttxt  when  the  unit  itself  is  brought  to  the  "ichoolhouse”  or  to  a  regional  locadon. 
Now,  with  distributed  informadon  technology,  it  is  becoming  feasible  to  transport  the 
insdtudonai  trainii.g  of  individuals  to  the  unit  in  the  unit  locale  (Armory).  This  latter 
capat^ty  appears  particularly  cttracdve  for  die  Guard.  It  provides  the  potendal  assurance 
of  TRADOC  quality  without  the  burden  of  travel. 

A  second  form  of  insdtudonai  BCST  could  be  TRADOC  conduct  of  small  staff 
team  training  (S2,  S3.  FSO).  This  would  most  likely  be  to  train  existing  staff  teams  in 
operation&l  units  although  there  could  also  be  applicadons  in  the  training  of  individual  staff 
offioen  in  various  staff  posidons  by  loudng  "round  robin"  through  the  posidons  in  a  small 
staff  team  either  in  the  tchoulhouse  or  u  conducted  regionally  under  schoolhouse  quality 
oootroL  For  example,  a  high  priority  i  ttalion  or  brigade  assured  continuity  of  personnel 
assigned  to  cridcal  staff  posidons  tucli  t  S3,  S2,  and  FSO  could  want  to  reinforce  the 
cfTecdveneu  and  efncictx7  of  that  staff  team  by  having  the  S3  serve  as  the  S2  then  the 
FSO  In  executing  small  staff  team  BCST  Modules.  By  so  doing,  each  in  the  team  more 
fUly  understands  the  rcsponsibtlides  and  staff  planning  requiiemcnts  of  the  other  team 
monbers.’ 

A  rtiM  type  of  insdtudonai  BCST  could  br  BCST  training  of  the  operational  unit  as 
described  above  for  TCDC  In  this  case,  the  unit  vurrently  has  to  come  to  the  insdtudon. 
TRADOC  could  also  erv^ble  the  training  of  the  unit  nommandcr  and  staff  by  bringin|  the 
eraiaing  support  directly  to  the  unit  as  is  done  today  n  execution  of  the  Battle  Command 
Tkmining  ftogram  training  for  Corps,  Dtviskm,  and  Brigade  staffs.  Evaluatkm  can  be 
OondacsH  either  internally  by  the  unit  in  training  using  iu  local  OC  and  OE  or  externally 
pertiaps  by  the  Qpstone  contingency  chain  of  command. 


*  Tkcaa  of  traiainf  caerctaei;  would  also  be  appltcable  lo  traiaing  with  poieaijal  alliet  ia 
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There  is  a  wide  array  of  new  institutional  training  qiportunitics.  It  is  evident  from 
die  array  above  that  the  quality  control  enabled  by  distributed  simulation  should  permit  new 
forms  of  institutional  BCST  training.  Resident  training  in  the  schoolhouse  remains  as  the 
traditional  venue.  However,  as  force  reductions  accrue,  this  alternative  will  be  less  and 
less  available  for  many  Guard  individual  staff  officers  and  small  staff  teams  requiring 
training  now  associated  solely  with  the  institution  such  as  branch  compictcncy  dei'clopmcnt 
and  validation. 

Distributed  alternatives  which  retain  the  traditional  quality  of  institutional  training 
become  more  important  too.  Non-resident  institudonaJ  regional  BCST  training  could  be 
supported  through  some  capability  analogous  to  the  USARF  School  using  Tables  and 
Modules  prepared  for  unit  training.  Regioial  quality  control  could  extend  further  to  BCST 
conducted  in  the  Battalion  Armory  if  the  selection  of  Tables  and  Modules  were  prescribed 
by  TRADOC  and  if  the  actual  training  including  the  AARs  were  to  be  conducted  by  OCs 
and  OEs  trained  by  TRADOC  or  the  CINC/CAP3TONE  unit  This  latter  aspect  of 
TRADOC  quality  control  is  what  distinguishes  the  individual  staff  officer  and  small  staff 
team  training  in  the  unit  from  similar  training  appropriate  for  building  then  validating 
proficiency  for  ’  ofcssional  development  purposes,  bi  0»aptcr  5,  the  training  is  conducted 
within  the  Capstone  "go  to  war"  chain  of  command.  In  Chapter  6,  we  are  discussing  very 
aimilar  training  conducted  by  TRADOC  There  should  be  a  convcrgcnix  in  content  here- 
aetk^  occurring  on  a  common  synthetic  battleficld-which  should  increasingly  erode  the 
distinction  between  training  in  the  institution  and  training  in  the  unit^ 

DEVELOPMEr^  GUIDANCE 

Application  of  BCST  to  institutional  training  should  be  governed  by  the  following: 

•  Ail  of  (he  training  Is  conducted  in  a  warfighting  environment. 
That  it,  the  staff  officer  or  tta^|team  in  training  is  taught  by  personal 
immersion  in  specific  battle  situations  requiring  personal  action.  When 
personal  preparation  is  required,  the  context  for  individual  study  is  preparation 
for  a  coming  warfighting  situation.  \  But  even  here,  whenever  possible,  the 
learning  is  by  active  interaction  with;an  ongoing  tactical  situation  rather  than 
passive  reading  of  abstract  theoretical materia].  The  technology  challenge  is  to 
develop  this  interactive  context  in  exportable  format  at  low  awt-such  as  CDl- 
inreractive  CD  ROM.  The  training  developer's  challenge  is  to  design  the 


*  b  wodd  leeffli  letscngbSc  lo  eipect  simitar  convcrgejce  bawtea  AC  and  RC  traloirf  at  the  disaibuSid 
K^coSnuss  wi£b  Tiibics  «cd  Moduks  is  avaiS^k;  lo  both. 
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Modules  such  that  there  is  appropriate  tactical  content  to  "feed"  tlie  tiainbg 
objectives  of  the  instruction.^  The  continuity  of  immersion  in  warfighting  is 
even  more  important  for  vertical  small  team  training.  The  "glue”  that  binds  the 
vertical  team  is  the  web  of  vertical  responsibilides  and  interactions  established 
by  doctrine,  tactics,  techniques,  and  procedures.  These  are  all  associated  with 
warfighting.  Without  the  disciphne  and  attraction  associated  with  actual  battle 
requirements-thc  need  to  quickly  put  togetlier  Counterfire  (a  vertical  Fire 
Support  challenge)  or  provide  rapid  reconstitution  to  a  battalion-size  unit  with 
very  high  personnel  and  material  losses  (a  CSS  challenge)"it  will  be  very 
difiicult  to  assemble  the  vertical  team  in  peacetime  Abstract,  theoredcai  ECST 
instruction  is  challenging  in  the  schoolhouse;  it  is  not  feasibly  distributed  to 
busy  units  with  competing  requirements. 

•  Training  support  materia)  is  designed  such  that  the  same  package 
applies  for  both  resident  and  non-resident  regional  (USARF) 
instruction.  Some  modifications  may  be  required  for  non-resident  local 
instruction  but  this  should  be  kept  to  a  minimum.  For  example,  both  resident 
and  non-resident  regional  instruction  can  be  conducted  with  OCs  and  OEs 
trained  and  evaluated  repetitively  by  TRADOC  Less  frequent  quality  control 
can  be  maintained  over  the  non-resident  local  training,  'niercfore  the 
nonresident  local  truning  package  should  provide  more  detailed  guidance  for 
OC  and  OE  on  how  to  adiieve  specific  training  objectives.  Of  course,  standud 
packages  based  on  warfighting  situations  to  uniform  METT-T  in  distributed 
virtual  or  constructive  simulation  will  provide  major  new  opporunities  for 
quality  control  "A  way"  execution  of  a  specific  MOP  or  MOE  in  a  particular 
Table  or  Module  is  absolutely  consistent  from  schoolhouse  to  regional  USARF 
schoerf  to  local  Armory  execution.  Consistent,  fair,  performance  evaluation  it 
now  possible  across  a  distributed  institudonal  training  base. 

•  Institutional  BCST  ia  drawn  from  the  Tables  and  Modules 
prepared  for  individual,  small  staff  team,  and  unit  staff  training 
hi  the  unH.  The  bottom  line  of  all  training  is  the  successful  performance  of 
units  in  battle.  Developing  institutional  training  material  from  that  actually  in 
nae  in  uniu  ensures  training  base  congruity  \dth  the  operational  unit  In 
addidon,  commonality  of  situadons  provides  a  common  bank  of  shared 
experiences  and  reladve  uniformity  of  preparation  across  insdtudon  and  field. 
Perhaps  more  inqMrtant  ia  the  future,  it  ensures  common  training  experiences 


^  This  mtf  Men  difficiili  but  recall  that  ia  Chapter  2  ihere  was  leagUiy  dtjciissioa  of  the  devdoomeM 
pnxea  reqabed  to  eanre  that  dw  desired  MOP  and  MOE  are  reflected  ia  the  AAR.  BaiicaOy.  Tablea 
Md  Modaka  are  coaamicied  to  enntre  thu  the  proper  baatefield  actkms  occur  to  enable  die  intensive 
kaniiiV  of  the  AAR.  The  taate  thoosht  tad  aetton  pneeat  is  required  to  develop  die  tactical  ttumions 
laqured  to  Hpport  the  trainiag  objectives  of  the  distrdwtediRiaacdvc  nukutional  iauructioa 
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across  both  active  and  reserve  forces.®  There  will  be  sig»’^'  'nt  training 
support  available  for  institutional  training  just  as  a  byprodi,  ‘  of  training 
development  for  unit  BCST.  Recall  that  the  unit  BCST  packai.  c  ,'nsists  of 
Context,  Table  or  Module,  and  AAR.  As  part  of  the  training  dv  'clopment 
process,  a  competent  unit  "fights"  the  tactical  siniation  demonstrating  "a  way" 
the  mission  can  be  accomplished  to  standard.  Elaborate  documentation  is 
required  of  "a  way"  so  that  the  various  MOP  and  MOE  of  both  Staff  Task 
Proficiency  and  Battle  Staff  Effectiveness  are  produced.  This  "a  way" 
documentation  drawn  from  several  Tables  (attack  and  defend)  and  their 
derivative  Modules  for  individual  staff  officer  and  small  staff  team  training  is 
the  grist  of  institutional  BCST.  In  fact,  it  would  seem  that  much  of  the  Context 
Tratcrial  discussed  above  in  Chapter  5  for  staff  officer  and  small  staff  team  train 
up  in  die  unit  in  preparation  for  conduct  of  BCST  would  be  directly  applicable 
for  institutional  training.'^  "A  way"  AAR  material  from  unit  training  such  as 
the  4D  visualization  of  the  synchronization  matrix  for  a  particular  unit  Table 
would  be  superb  training  support  for  institutional  training.  Rooting  both  unit 
and  institutional  BCST  in  commwi  Tables  and  Modules  seems  both  logical  and 
necessary  in  a  period  of  declining  resources. 

•  Institutional  BCST  should  consist  of  Tables  and  Modules 
reflecting  different  levels  of  proficiency.  "Crawl,  walk,  run"  is 
widely  accepted  as  an  appropriate  sequence  of  training  normally  reflecting  task 
training  to  standard  but  with  increasingly  challenging  conditions.  Increasing 
difficulty  normally  is  associated  with  reduced  capability  of  friendly  forces  or 
increased  and  often  unexpected  enemy.  The  rigor  of  advanced  distributed 
simulation  permits  variation  of  each  element  of  BCST.  Orientation  on  terrain 
can  be  changed  (new  objectives  or  boundaries)  or  time  available  can  be 
compressed.*  Suffice  to  say,  tlie  task,  condition  and  standard  of  the  training 
experience  can  be  controlled  closely.  The  issue  here  is  more  one  of  training 
phiiosq)hy;  What  should  be  taught  in  the  institution?  Tables  with  difierent 
levels  difficulty  are  wholly  appropriate  for  unit  training.^  Dependent  on  the 


*  The  tame  advantages  accrue  when  training  joint  or  potential  allied  forces.  In  both  cases,  the  quality 
ininini  to  standard  can  be  easily  exposed  overseas  to  be  available  for  regional  ClNCs  u  is  being  done 
drawing  on  distributed  conttnictive  simulation  for  Reforgts  *92. 

^  Another  exwnpte  of  the  potential  convergence  of  BCST  training  in  unit  and  instJuition.  This  alone 
would  anorti'x  lit  t  aizeaMe  cost  of  development  of  BCST  employing  advcncod  distributed  siinulatian. 

*  For  a  detailed  de  icripiioa  of  possible  variations  in  METT-T  which  can  he  rsflecxd  in  Tables  or 
Modules,  see  Out  aer  3. 

*  Althouj^h  there  an  those  who  believe  that  Tables  are  appropriate  for  Basic  Coordination  exercises  only. 
To  them.  Bare  t  nnplex  tiaiidng  should  be  conducted  in  a  Situational  Training  Exercise  (STIQ 
framework  imptxjtivt  to  the  various  METT-T  which  can  ^ovem  contingency  operatkm.  Freezing 
METT'T  in  Tabks  in  other  dian  very  bask  warfighting  situations  will  result  in  a  stereotyping  or 
tedoctitm  of  dw  irdividual  command  initiative  which  has  been  a  very  successful  hallmark  of  the 
Amerktm  Army.  Gearly  dtere  is  a  point  beyond  which  all  uaining  should  be  by  STX.  That  point 
needs  to  be  establi'.bed  by  TEA. 
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time  available  for  deployment,  units  are  maintained  at  varying  levels  of  training 
readiness.  Units  which  have  time  to  train  after  mobilization  can  maintain  safely 
lower  levels  of  peacetime  training  proficiency.  Is  that  variation  appropriate  for 
institutional  training? 

I  believe  that  it  is.  As  long  as  institutional  training  remains,  ‘here  are  clearly 
distinguishable  levels  of  difficulty  in  premobilization  BCST  proficiency  requirements 
which  are  applicable  to  individual  staff  officers  and  small  staff  teams  as  well  as  units.  Staff 
officers  serving  in  units  anticipating  quick  response  contingencies  involving  joint  ar.d 
combined  operations  with  allies  need  to  experience  combat-analogous  training  situations— 
vertical  and  horizontal-in  institutional  training.  In  fact,  institutional  training  may  be  most 
appropriate  (and  acceptable)  for  some  potential  regional  allies  where  a  direct  tie  to  U.S. 
operational  contingency  units  may  be  inappropriate.  The  case  for  multiple  levels  of  BCST 
seems  clear  for  AC  staff  officers  particularly  as  the  training  institution  is  expected  to  come 
out  to  units  to  support  contingency  training  as  is  done  in  the  Combat  Training  Centers 
particularly  BCTP.*®  Staff  officers  in  Guard  Capstone  units  traced  to  these  high  priority 
active  units  need  enabling  institutional  training.  Execution  of  that  traimng  seems  too  great  a 
trairung  burden  to  place  on  the  Guard  unit  chain  of  command  even  when  provided 
competent  CX70E  training  support  Therefore,  Modules  reflecting  increasing  levels  of 
difficulty  are  necessary  for  Total  Foice  BCST.  This  need  seems  clear  for  horizontal 
BCST.  It  should  be  more  necessary  for  vertical  BCST  where  techniques  and  procedures 
denumded  to  advantage  .\irland  battle  doctrine  can  become  quite  complex.  While 
sustaiiunent  of  BCST  proficiency  is  clearly  a  unit  responsibility,  institutional  training  to 
varying  levels  of  proficiency  in  vertical  orchestration  of  the  various  BOS  seems  essential 

•  The  basic  design  of  BCST  should  support  the  time  constraints  of 
reserve  training.  Time  is  measured  in  Unit  Training  Assembly  (UTA) 
blocks  of  four  hours  duration.  Therefore,  the  training  should  be  designed  to 
permit  four  hour  time  blocks.  The  issue  is  much  more  than  facilitating 
scheduling.  Time  utilization  is  of  such  criticality  to  the  reserves  that  it  should 
be  one  of  the  primary  determinants  of  training  design  and  development^^  In 
an  earlier  Chapter,  we  discussed  the  necessity  of  design  of  all  of  the  training  to 
soj^xjft  the  AAR-the  single  raosi  valuable  training  experience  of  BCST.  Use 


Vaiyinf  levels  of  diilkuhycn  also  provide  BtefuliniellectiuJ  stimulus  for  quality  oflken  potentially 
dtannayed  by  fewertraiuing  opportunities  io  die  future. 

1 1  Time  is  also  severely  limUed  in  the  active  face  unit  always  facing  competing  demands.  But  AC 
have  flesibility  to  use  effectively  various  periods  of  time  which  the  reserves  do  not  Extending  the 
trai^g  to  go  over  aaaeihing  a|^  *the  next  day*  is  seldom  available  to  the  Guardsman  txing  the 
lymny  of  the  MUTA  achedule. 
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of  time  falh  in  the  same  category.  It  is  a  driving  factor.  The  entire  BCST 
institutional  training  experience  should  be  designed  that  it  can  be  executed 
successfully  by  average  individual  staff  officers,  small  staff  teams  or  units  in 
four  hours.  That  is,  tasks  selected  to  be  trained  are  grouped  such  that  Context, 
Table  or  Module  and  desired  AAR  can  be  conducted  in  four  hours.  Narrow 
training  objectives  to  that  which,  by  TEA,  can  be  done  well  in  four  hours. 
This  guidance  is  applicable  to  resident,  nonresident  regional  and  nonresident 
local  training.  Not  only  does  this  rigor  encourage  learning  by  tailoring  a 
positive  learning  environment-design  of  the  training  for  task  proficiency 
(succcss)“but  also  it  facilitates  distributed  quality  control.  The  OCs  and  OEs 
responsible  to  mentor  the  nonresident  local  institutional  training  will  be  trained 
and  evaluated  to  the  same  blocks  of  BCST  training  in  a  resident  institutional 
ccMitcxt  drawing  on  the  quality  of  the  schoolhousc.  In  addition,  individual  staff 
officer  Staflf  Task  Proficiency  Training  trained  in  the  institution  in  four  hour 
blocks  should  be  supportive  of  self  study  at  home  or  in  the  worksite  before  or 
after  the  institutional  training.  In  execution,  this  bloc  would  probably  be  quite 
similar  to  tlie  Context  training  support  for  the  individual  staff  officei  preparing 
for  unit  BCST  Table  execution  discussed  in  Chapter  4.  Structured  to  four  hour 
blocks,  much  of  tiie  institutional  training  material  should  be  applicable  for  unit 
training. 

•  All  institutional  training  should  employ  the  same  training  strategy 
and  training  support  whether  conducted  in  resident,  nonresident 
regional  or  nonresident  local  mode  .  Often  the  schoolhouse  has  special 
training  support  optimized  and  justified  based  upon  economies  of  scale 
available  only  with  centralized  training.  The  individual  Guardsman  training  at 
the  schoolhouse  sees  training  support  unavailable  for  use  back  ui  the  unit. 
Institutional  use  of  SIMNET  itself  flails  in  this  category  fer  all  but  several  high 
prioiity  units.  He  or  she  is  not  "learning  by  doing"  as  they  will  subsequently 
train  in  their  uni;  because  the  training  technology  is  simply  unr.vailable.  The 
reservist  attending  nonresident  regional  trainirg  suffers  from  training  also 
deprived  of  schoolhouse  training  support  and  tlierefore  different  than  that  in  the 
schoolhouse.  This  difference  is  exacerbated  as  the  courses  are  taught  by 
instructors  of  widely  varying  ability  who  have  seldom  attended  the 
schoolhouse  course.^^  There  is  no  local  institutional  training.  BCST 
eng>loying  advanced  distributed  simulation,  constructive  or  virtual,  offers  the 
potential  to  correct  this  by  providing  a  common  training  experience  across 
Components. 


These  tre  generalizations  but  nevenheless  represent  the  situation  for  most  BCST  taug'it  today  in  the 
RC  verskins  of  the  OfTicera  Advanced  Course  (OAC),  the  Combined  Arms  and  Services  Staff  School 
(CAS3).  aad  Command  and  General  Staff  College  (CdtGSQ. 
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Converting  potential  to  validated  performance  will  be  challenging.  The  training 
development  part  of  the  challenge  should  be  satisfied  by  following  tlie  training  model 
proposed.  Context,  Table  or  Module,  and  AAR  will  train  waifighting  BCST  tasks 
distributed  across  the  institution"residcnt,  nonresident  regional,  and  nonresident  local  as  a 
result  of  the  modularity  recommended  above  combined  with  the  crosswalk  to  similar  BCST 
which  should  be  occurring  in  the  units.  Shaping  the  institutional  training  to  existmt 
training  technology  will  be  more  difficult  Yet  most  of  the  necessary  means  are  present  or 
coming.  Both  virtual  and  constmedve  simulation  are  subject  to  major  national  developme;  t 
programs,  both  governmental  and  private.  Instrumentation  at  the  Combat  TraLiing  Centers 
is  becoming  sufficiently  rigorous  to  permit  documentation  of  "a  way"  in  paper  and  TV, 
both  teal  time  and  by  recreating  the  battlefield,  in  virtual  or  constructive  simulation.  While 
distributed  interactive  communication  remains  in  the  future  for  many  Guard  units,  CDI 
(Interactive  CD  ROM)  and  TV  cassette  could  provide  a  low  cost  vehicle  to  bring  the 
synthetic  "immers’on"  battlefield  into  the  Armory.  Whatever  the  specific  technology 
deemed  appropriate  by  the  Proponent,  the  critical  decision  rule  is  to  design  the  training 
support  for  all  institutional  BCST  so  that  it  can  be  conducted  in  a  nonresident  local  mode. 
Develop  to  accommodate  the  most  difficult  requirement  which  is  also  the  environment 
which  holds  the  highest  potential  for  materially  improving  the  BCST  of  the  majority  of  the 
Total  Force! 


Those  are  six  developmental  guidelines.  They  suggest  that  thex  is  irruninent 
opportunity  to  change  significantly  the  substance  and  quality  of  institutional  o  aining  for  the 
Total  Force.  Of  equal  intoest,  distributed  quality  control  enabled  by  the  training  strategy 
itself  (Context,  Tables,  and  AAR)  combined  with  distributed  immersion  simulation  (virtual 
or  constructive)  may  converge  institutional  and  unit  BCST  training.  It  is  apparent, 
however,  that  trained  OCs  and  OEs  v/ill  be  essential  to  successful  implementation  of  this 
institutional  training  strategy,  partictilarly  for  nonresident  local  training  in  the  Armory. 


PREPARATION  tr  OCs  AND  OEs 


cimpet 


stent  OCs  are  critical  to  conduct  of  BCST  in  institutional  training.  They  are 
the  credible  Subject  Matter  Experts  (SME)  who  guide  the  training  experience  required  to 
achieve  Task  lYoficiency.  When  unit  BCST  training  is  conducted  in  operational 
units,  the  OCs  are  normally  AC  officers  serving  as  Advisors  or  in  Readiness  Groups.  In 
institutional  BCST,  the  OCs  are  defaao  the  Instructors.  Es^ntially  they  conduct  small 
group  instruction  of  either  individual  staff  officers  or  small  staff  teams.  Dependent  on  the 
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situation,  they  can  role  play  as  the  unit  commander  or  the  executive  officer  in  order  to 
stimulate  actions  either  in  Context,  Table  or  Module  execudon,  or  AAR.  To  do  this 
effectively,  they  must  have  mastered  the  training  support  They  are  absolutely  familiar  with 
tile  capabilities  and  limitations  of  the  various  training  technology  alternatives  and  they  know 
the  Table  and  Module  tactical  situations  in  detail.  For  resident  training,  the  OC  is  the 
normal  schoolhouse  instruaor.  Normal  Instructor  selection  criteria  and  preparation  appear 
fiilly  adequate. 

Nonresident  regional  training  is  currently  conducted  by  USAR  officers.  While 
many  are  highly  competent  and  arc  genuine  students  of  doctrine,  few  have  actually  served 
as  commanders  or  staff  officers  in  operational  tactical  units.  Thut,  they  face  genuine 
difficulties  mastering  the  doctrine,  tactics,  techniques,  and  procedures  to  the  level  of  detail 
required  to  mentor  in  situations  of  stressful  interactive  immersion  training  involving  all  staff 
positions  and  small  staff  tcams-exactly  the  training  environment  sought  in  BCST 
employing  virtual  or  constmetive  simulation.  Thus  it  seems  essential  that  the  Instructors 
(OCs)  in  nonresident  regional  institutional  BCST  be  active  or  reserve  officers  with  active 
force  experience  as  battalion  or  brigade  commanders  or  senior  staff  officers.  These  officers 
should  be  subordinate  to  TRADOC  with  full  TRADCXl  quality  control. 

The  same  experience  requirements  prevail  for  nonresident  local  training.  Now 
however,  the  institutional  training  has  been  exported  well  beyond  the  command  stretch  of 
TRADOC,  so  exceptional  measures  are  required  to  ensure  the  quality  of  the  training.  The 
instructors  (OCs)  .should  be  active  so  that  there  is  a  rich  bank  of  personal  experience  in 
combat  or  CTC  to  draw  upon.  These  personnel  could  be  serving  as  Advisors  to  the  Guard 
units  or  be  members  of  Readiness  Groups.  They  would  be  subordinate  to  FORSCOM 
however  TRADOC  should  be  responsible  for  their  preparation.  In  addition,  TRADOC 
would  prescribe  the  explicit  training  and  evaluation  requirements  since  the  training  remains 
institutional.  (Quality  control  of  execution  would  be  a  FORSCOM  responsibility.^^  OC 
preparatimi  should  not  only  include  classroom  traming  on  observation,  recording,  and 
AAR  feedback  techniques,  but  also  should  include  actual  rotations  to  CTCs  for  full  OC 
oertificatioa 

OEs,  while  essential  to  developing  Battle  Staff  Effectiveness  (BSE)  v/ithin  a  unit 
staff,  have  a  lesser  role  in  institutional  BCST.  They  do  not  appear  required  for  individual 


^  ^  arrangenisnt  may  seem  awkward.  It  has,  however,  been  proven  in  Joint  'ownership*  of 

Ite  NTTC,  ;?ITC,  and  BCTP. 


staff  officer  training.*^  They  could  counsel  small  staff  teams  and  unit  staffs  undergoing 
institutional  training  on  the  processes  of  organizational  competence.  While  tactical  and 
technical  coti9>etence  in  tasks  associated  with  Staff  Task  Proficiency  are  useful  to  training 
BSE,  it  does  not  seem  vital.  More  important  is  practical  knowledge  of  and  experience  in 
Organizational  Effectiveness  (Organizational  Development).  Thus  OEs  could  be  reserve 
personnel  for  the  nonresident  regional  and  local  institutional  training.  The  sharing  cf 
responsibilities  for  execution  of  the  BSE  training  would  be  as  it  is  for  OCs. 

DEVELOPMENT  OF  INSTITUTIONAL  TABLES  AND  MODULES 

While  Tables  and  derivative  Modules  are  largely  identical  for  instimtional  and  unit 
use,  there  are  several  important  differences  which  may  influence  development  of  the  base 
Tables  as  they  are  being  constructed  for  unit  BCST  training.  They  are: 

•  Although  the  full  range  of  ARTEP-MTP  missions  is  appropriate  for  Table 
training  in  units,  institutional  training  should  focus  on  two  essential  missions** 
attack  and  defend  The  specific  METT*T  should  be  selected  to  include,  if 
possible,  the  full  task  list  for  individual  staff  officers  and  small  staff  teams  as 
described  in  the  Plan,  Prepare,  and  Execute  sequence  of  the  G>mbined  Arms 
Battle  Tasks:  Defend  and  nttacL  In  other  wor^,  institutional  BCST  training 
in  these  two  basic  missions  should  expose  the  trainee(s)  to  most  of  the  likely 
staff  tasks.  Initial  BCST  AAR  and  Table  development  for  BCST  training  in 
units  should  consider  this  institutional  training  requirement. 

Hopefully  the  METT-T  for  institutional  BCST  can  be  crafted  to  be  roughly  similar 
to  those  selected  for  unit  Tables  or  Modules  anticipated  to  be  used  frequently.  Similarity 
conserves  training  time.  If  the  individual  staff  officer  or  small  staff  team  becomes  generally 
familiar  with  the  general  scenario  for  unit  BCST  Table  training  while  he  or  she  is 
undergoing  institutional  training,  they  will  have  fewer  Context  problems  in  preparing  to 
conduct  BCST  in  the  unit  Similarity  should  also  ease  the  training  development  burden  of 
preparing  Tables  and  Modules  for  both  institutional  and  unit  training.  Try  to  have  several 
unit  Tables  fill  as  many  of  the  institutional  training  needs  as  possible. 

•  As  the  unit  BCST  training  support  (Context,  Table/Module,  AAR)  is  being 
developed,  proof  it  in  resident  instruction  so  experience  is  being  gained  in 
iiutitutional  applications  throughout  the  development  process.  Training 


The  desired  end  lesiU  of  individual  staff  oTicer  training  in  the  institution  includes  development  of  staff 
fauenction  skills  as  well  as  masteiy  of  BOS.  OEs  may  or  may  not  be  required  to  actually  conduct  this 
institiitional  training. 
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support  discussed  for  unit  BCST  in  Chapter  4  should  be  equally  applicable  to 
institutional  training.  Evaluate  it  in  resident,  nonresident  regional  and  non¬ 
resident  local  modes  as  unit  development  proceeds.  This  evaluation  should 
extend  to  CTC  validation. 

While  initial  development  of  institutional  BCST  will  focus  on  the  unit-institutional 
convergence  discussed  above,  there  is  another  potentially  more  important  BCST  training 
role  for  the  institution.  Applied  to  professional  development  officers  courses  (CAS3, 
CGSC,  pcriiaps  OAQ,  the  emerging  technologies  could  be  harnessed  to  train,  pcitaps  to 
educate,  the  "graduate"  sldlls-thc  finer  understanding  of  not  only  what  and  how  but  also 
why.  Comparable  to  the  School  of  Advanced  Military  Studies  (SAMS)  experience  at 
Leavenworth,  immersion  applications  of  BCST  can  be  used  to  educate  the  art  of  war-thc 
arcane,  the  exceptional  tactical  situations  which  distinguish  practitioners  from  masters  at 
every  echelon.  There  seems  to  be  an  exceptional  opportunity  to  educate  offered  by 
immersion  BCST.  Citizen  soldiers  need  to  be  exposed  to  these  kinds  of  training 
experiences.  The  challenge  is  to  mold  the  technology  to  create  these  kinds  of  new  officer 
preparation  opportunities  designed  to  be  available  for  the  attentive  and  motivated  citizen 
soldier. 

Application  of  BCST  in  the  institution,  resident  and  exported,  both  in  TES  appears 
to  have  great  potential 


7.  CONCLUSIONS  AND  RECOMMENDATIONS 

The  purpose  of  this  Paper  has  been  to  propose  distributed  simulation*based  training 
development  policies  and  programs  ro  cause  an  order  of  magnitude  improvement  in  Battle 
Command  Staff  Training  (BCST)  for  Army  National  Guard  Brigade  and  Battalion  size 
units.  The  approach  is  to  hypothesize  training  policies  and  programs  for  die  Army  Nadonal 
Guard  which  will  ensure  trained  combat  unit  staffs  for  the  Guard  concurrent  with  DARPA 
development  of  the  technologies  necessary  for  competent  execution  of  the  proposed 
training  strategy  to  standard  by  average  units  distributed  across  the  United  States. 

The  Paper  draws  extensively  on  a  preceding  effort  which  describes  a  general 
simulation-based  intensive  training  strategy  for  National  Guard  combat  units.*  That  effort 
focused  on  unit  training  readiness  primarily  at  company  and  below.  General  principles 
governing  the  design  of  Battle  Command  Staff  Training  were  proposed  but  there  was 
insufGcient  detail  to  permit  development  of  specific  training  strategies  and  programs.  That 
detail  is  provided  in  this  volume  which  discussed  General  Principles  to  guide  development, 
stracturing  of  the  AAR,  design  of  the  BCST  Tables  and  Modules,  preparation  of  the  unit 
for  BCST,  training  of  individual  staff  officers  and  small  staff  teams,  and  potential 
qjplicadon  of  die  training  strategy  to  institutional  training. 

CONCLUSIONS 

BCST  development  should  be  guided  by  several  practical  guidelines.  Theyare: 

a.  The  key  to  BCST  training  development  is  highly  elective  Afier  Action 
Reviews  (AARs)  which  train  to  required  individual  and  staff  team 
compete  cies.  BCST  pretrain  modules  (Context  preparation)  are  required  to 
prepare  the  unit  trainers,  OCs  and  OEs  to  conduct  distributed  quality  BCST  to 
standard.  Design  the  training  to  support  the  AAR  such  that  OCs,  OEs,  or  unit 
trainers  can  conduct  distributed  training  to  standard. 


*  A  Simulation-Based  liuensive  Training  Readiness  Strategy  for  the  Reserve  Component,  EDA  Btptx 
P-26n.  December  1991. 
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b.  BCST  Tables  (Modules)  must  be  developed  to  enable  distributed  training  to 
prescribed  indi’/idual  and  team  (staff)  competency  as  defined  by  performance 
cm  Measures  of  Performance  (MOP)  and  Measures  of  Effectiveness  (MOE). 

c.  Individualized  (self-paced)  training  programs  are  required  to  develop 
con^tency  in  individual  command  and  staff  positions  and  small  staE*  tMTnn!  by 
Battlefield  Operating  System  to  ensure  effective,  efficient  BCST.  Individual 
staff  training  programs  complementary  to  the  Tables  and  Mcxlules  and 
suppcHtive  of  die  AAR  are  required. 

BCST  is  a  new  model  for  staff  training  incorporating  several  novel  conceptual 
approaches.  These  approaches  and  explicit  development  actions  which  they  mandate  are  as 
follows: 

BCST  s  Task  Mastery  +  Effect!  re  Staff  Teams 

BCST  focuses  cm  training  staffs  in  two  major  areas.  The  first  is  command  and  staff 
mastoy  of  the  individual  and  collective  tasks  prescribed  by  Battlefield  Operating  System  by 
the  TRADOC  doctrinal  proponents.  This  is  defined  as  StqffTask  Proficiency  (STP).  It 
must  be  developed  by  individual  staff  officers,  by  small  staff  teams  and  by  the  unit  staff  as 
a  whole.  These  tasks  are  trained  and  evaluated  by  Observer  Controllers.  The  second 
component  of  BCST  is  Battle  Steff  Effectiveness  (BSE)  defined  as  individual  and  team 
mastery  of  the  prxmcsses  of  Organizational  Competence  and  Battle  Staff  Integration.  These 
skills  are  trained  by  the  chain  of  command  with  support  and  evaluation  provided  by  OCs 
trained  in  Organizadcmal  Effectiveness  skills  (OEs). 

Actions:  Define  Staff  Task  Proficiency  drawing  on  the  appropriate  ARTEP- 
Mission  Training  plan  and  the  Ccmibined  Arrm  Battle  Tasks  and  emerging  vertical  Combat 
Critical  Functions  prepared  by  ARI-Presidio  of  Monterey  for  the  Combined  Arms 
Command.^  Battle  Staff  Effectiveness  is  defined  in  IDA  Paper  P-2560,  Battle  Staff 
Integration,  February  1992.  Training  is  required  for  each  principal  staff  position  (SI,  S2, 
S3,  S4,  FSO,  XO),  each  small  staff  team  (S2,  S3,  FSO;  SI,  S4)  and  the  unit  staff  as  a 
whole. 

Pevelc^  appropriate  training  packages  to  prepare  die  chain  of  command  of  the  unit 
in  training  as  well  as  OCs  and  OEs  to  suppon  the  distributed  BCST. 


^  ARl  Iftesidk)  Monterey  F»Id  Unit,  Design  and  Development  of  a  Model  Training  Strategy  for  a 
Brigade  CombUud  Arms  Combat  Team,  Aogust  2S,  1992. 
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Performance-Based  Staff  Training 

New  TES  (virtual,  constructive  and  subsistent  simulation)  permits  redesign  of 
Battalion/Brigade  echelcHi  command  staff  training  to  technical  and  tactical  proficiency  (i.e., 
measurable  warfighdng  outcomes  of  staff  actions)  rather  than  mastery  of  the  steps  of  staff 
actions  which  has  been  the  traditional  approach.  Effective,  efficient  staff  process  is 
ioqKtrtant  but  it  is  not  the  objective  of  staff  proficiency.  The  criterion  of  merit  of  command 
staff  performance  is  integrating  BOS  to  achieve  warfighting  success  consistent  with  the 
commander’s  intent  BCST  trains  by  repeated  command  staff  immersion  in  battle  and 
effective  AARs.  Process  complements  peifcmnance  as  it  must  in  battle. 

Actions:  Create  structured  BCST  training  incorporating  virtual,  constructive  and 
subsistent  simulations  to  involve  the  trainee  in  tactical  situations  requiring  task  performance 
to  standards  defined  by  explicit  warfighting-related  Measures  of  Performance  and  Measures 
of  Effectiveness. 


Airland  Battle  Mandates  Both  Horizontal  and  Vertical  Staff  Training 

To  execute  Airland  Battle  doctrine,  BCST  must  address  both  horizontal  (unit)  and 
vertical  (battle  functional  arras)  staff  actions.  Horizontal  BCST  prepares  the  command 
staff  team  to  focus  the  seven  BOS  to  battle  purpose  at  Battalion  or  Brigade.  Vertical  BCST 
integrates  each  BOS  (Maneuver,  lure  Support,  Intelligence,  Command  and  Control,  Air 
Defense,  Mobility,  Countermobility,  Survivability,  and  Combat  Service  Support)  from  the 
lowest  to  die  highest  edielon  of  command. 

Actions:  Define  the  training  requirement  for  individual  staff  officers,  small  staff 
teams,  and  cross  staff  coordination  at  Battalion  and  Brigade  echelon  as  well  as  those 
created  vertically  across  levels  of  command  (e.g.,  Co^m,  Bn/IP3tie  and  Div)  within  the 
various  BOS. 

Structure  BCST  to  train  to  SIT  and  BSE  proficiency  both  vertically  by  BOS  and 
borizoitally  at  BattalicMi  and  Brigade  ecbelcm. 

Immer^on  in  Battle  Enables  Intensification  of  Training 

Intensification  of  the  BCST  training  process  for  RC  use  requires  immersion  of  the 
individual  or  unit  in  battle  situations  by  the  use  of  new  training  techniques  such  as  ‘’instant 
replay”  and  "fast  forward"  enabled  particularly  by  simulation.  The  result  is  significant 
compression  in  the  time  required  to  train  staffs  to  standard. 
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Actions:  Develop  immersion  training  techniques  applicable  to  distributed  training 
conducted  in  the  Armory.  These  include  not  only  immersion  in  waiflghting  but  also 
training  support  to  facilitate  distributed  Context  preparation  and  AAR  execudcai. 

Distributed  Training  to  Standard  Through  Table  Training  Exercises  and 
Tailoring  Training  to  Competence  Level  Desired 

Tables,  replicable  vignettes  from  Battalion  or  Brigade  "days  of  battle"  in  TES  and 
dreir  derivative  Modules  are  established  as  a  uniform  training  technique  which  permits 
BCST  to  standards  established  by  the  doctrinal  proponent  Combined  with  thoughtful 
training  material  to  prepare  the  warfighting  Context,  Table  exercises  permit  distributed 
quality  BCST  to  standard,  “nien  AARs  by  competent  CX^s  and  OEs  complete  the  BCST 
training. 

Actions:  Strucnire  tlie  Tables  to  support  the  desired  AAR~the  AAR  which  trains 
to  desired  MOP  and  MOE  at  "crawl,  walk,  run"  proficiency  levels. 

Tniriate  die  process  by  developing  the  following  BCST  training  packages:  Context, 
Table  or  Module  as  appropriate  and  AAR  for 

Table:  Battalion  IP  Deliberate  Defense,  Execute 

Module:  S2,  S3,  FSO  small  staff  team  tacticalAechnicalccmpetence 

Table:  Hre  Supporc  Co/Bn/Bde  echelons 

Module:  S4  Individual  tacticalAechnical  conqjetenoe 

Train  by  Direct  Comparison  to  Performance  to  Standard 

BCST  employing  TES  trains  by  exposing  unit  command  and  staff  (horizontal)  or 
Batdefield  Operating  System  (vertical)  staff  performance  to  "a  way"-highly  conqjetent 
execudon  of  tactical  missions— compared  in  detail  to  "your  way,”  execution  of  the  same 
mission  to  the  same  METT-T  (Table)  by  the  unit  or  the  BOS-oriented  vertical  staff  team 
undergoing  BCST  training. 

Actions:  Prepare  "a  way"  Context  preparation,  Table/Module,  AAR  of  a  highly 
competent  unit  portrayed  in  TES  and  enable  documentation  of  "your  way”  execution  of  the 
same  warfighting  vignette  by  the  unit,  small  staff  team  or  individual  staff  officer  in  training. 

Design  the  training  support  to  permit  timely  comparison  of  "your  way”  to  "a  way” 
by  designated  MOP  and  MOE. 

Assess  the  adequacy  of  BCST  by  Training  Effectiveness  Analyses. 
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BCST»a  Total  Individual  and  Collective  Training  Package  for  Institution 
and  Unit 

BCST  for  RC  provides  for  not  only  the  mission  training  of  the  unit  or  functional 
BOS  staff  but  also  for  the  institutional  or  unit  training  of  the  individual  staff  officers  and 
staff  teams  to  prepare  them  for  operational  mission  readiness  in  tactical  units.  Total 
immersion  in  battle  vignettes  enables  ctKDprehensive  training  programs  for  institutional  and 
unit  training  programs. 

Actions:  Apply  BCST  in  the  institution  such  that: 

All  of  the  training  is  conducted  in  a  warfighting  environment 

Training  support  material  is  designed  such  that  the  same  package  applies  for  both 
resident  and  non-resident  regional  (USARF)  instmction. 

Institutional  BCST  is  drawn  from  the  Tables  and  Modules  prepared  for  individual, 
griflll  staff  rf-flm  and  unit  staff  training  in  the  unit 

Institutional  BCST  consists  of  Tables  and  Modules  reflecting  different  levels  of 
proficiency. 

The  basic  design  of  BCST  supports  the  time  constraints  of  reserve  training. 

All  institutional  training  should  employ  the  same  training  strategy  and  training 
support  whether  conducted  in  resident,  nonresident  regional  or  nonresident  local  mode. 

This  new  iiK>del  for  distributed  unit  staff  training  should  be  evaluated  in  e  unit 
context  Objective  BCST  proficiency  should  be  assessed  at  the  CTC. 

RECOMMENDATIONS 

National  Guard  and  DARPA 

1.  Approve  the  model  and  conceptual  direction  above  for  execution  as  the 
simulation-based  BCST  training  strategy. 

2.  Develop  a  DARPA/NGB  action  program  to  evaluate  the  BCST  training 
strategy. 

Department  of  the  Army 

Assess  the  applicability  of  the  BCST  training  strategy  for  Total  Force  institutional 
training. 
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APPENDIXES  TO  CHAPTERS  1,  2,  3,  AND  6 


APPENDIX  1.1 

BATTLE  COMMAND/STAFF  TABLESi 


All  are  concerned  about  the  training  of  individual  soldiers.  They,  in  the  last  resort, 
detennine  the  success  or  failure  of  the  best  plan.  Yet  when  we  think  of  individual 
preparation  we  normally  concern  ourselves  with  the  |»^oficiency  of  the  Dragon  gunner,  the 
unit  mechanic  and  often  the  Platoon  Leader.  Seldom  are  the  qualifications  of  the  Brigade 
S-2  or  the  Battalion  S-3  addressed  both  individually  and  as  an  integrated  member  of  a  team 
(Staff)  advising  the  commander.  However,  on  the  complex  modem  battlefield  of  Airland 
Operations  where  synchronization  of  arms  and  services  is  essential,  individual  staff 
competence  or  incompetence  leverages  the  battle  to  an  extraordinary  degree.  The  doctrine 
states  the  challenge  well: 

...the  only  purpose  of  command  and  control  is  to  implement  the 
commander's  will  in  pursuit  of  the  unit's  objective.  The  system  must  be 
reliable,  secure,  fast,  and  durable.  It  must  collect,  analyze,  and  present 
information  rapidly.  It  must  communicate  onders,  coordinate  suppon,  and 
provide  direction  to  the  force  in  spite  of  enemy  interference,  destruction  of 
command  posts,  or  loss  and  replacement  of  commanders. 

FM  l(X)-5,  Operations^  p.  22 

As  a  result  of  extended  experience  at  the  Combat  Training  Centers  and  an  excellent 
system  of  after  action  assessments,  we  know  there  are  systemic  deficiencies  in  command 
and  control: 

In  order  to  be  successful,  our  commanders  must  improve  in  synchronizing 
combat  power.  The  analysis  and  decision  making  process  must  be 
accelerated  so  that  leaders  at  all  echelons  can  make  the  right  decisions 
rapidly.  We  must  be  able  to  project  and  anticipate  so  we  can  seize  the 
iititiative. 


Battle  Command  Integration  Program 
Combined  Arms  Center,  09/89,  p.  5 


*  Frederic  J.  Brown,  A  Simulation-Based  Intensified  Training  Readiness  Strategy  for  the  Reserve 
Component,  IDA  Paper  P-2611,  December  1S>91,  Enclcsure  B. 
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Army  training  doctrine  has  acknowledged  the  problem  by  creating  a  series  of 
training  exercises  designed  to  train  commanders  and  their  staffs.  These  exercises  range 
from  the  traditional  Command  Post  Exercise  (CPX)  and  Tactical  Exercise  without  Troops 
(TEWT)  to  new  exercises  such  as  Command  Field  Exercises  (CFX)  where  operations  can 
be  driven  by  new  simulations  such  as  Brigade/Battalion  Simulation  (BBS)  or  more 
commonly  for  reserve  Brigades  and  Battalions,  ARTBASS.  Some  combination  of  these 
exercises  are  mandated  for  units  in  proposed  training  programs  by  the  National  Guard 
Bureau  and  FORSCOM  For  example,  current  guidance  in  FORSCOM/ARNG  Regulation 
350-2  requires  that  Battalions/Squadrons  train  in  a  CPX  annually  conducted  with 
authorized  simulations;  same  for  Brigades  although  pardcipaticn  in  a  CFX  conducted  at 
higher  echelon  counts.  The  current  TRADOC  Combined  Arms  Training  Strategy  and  the 
National  Guard  In  tegrated  Training  System  describe  a  comprehensive  strategy  which  ties 
together  all  the  exercises  and  their  enabling  training  support  across  echelons.  So  there  is  a 
clear  need  for  command/staff  training  as  well  as  an  elaborate  infr^micture  of  exercises  to 
make  it  happen. 

But  what  actually  happens  during  the  exercises?  What  specific  training  occurs  in 
which  synchronizing  tasks  when  for  the  S-3?  The  answer  is  that  it  depends  on  Mission, 
Enemy,  Troops,  Terrain  and  Time  Available  (METT-T)  and  the  interest  in  staff  training 
shown  by  the  immediate  commander  or  chief  of  staff. 

Similar  to  the  STX  at  small  unit  level,  other  than  the  process  of  Troop  Leading 
Procedure-the  Staff  Estimate-the  actual  training  experiences  received  by  the  staff  are 
almost  wholly  dependent  on  the  particular  scenario.  Training  doctrine  addresses  necessary 
staff  training  as  a  byproduct  of  the  Mission  Essential  Task  List  (METL): 

Staff  training  develops  and  sustains  planning,  coordination,  and  other  staff 
functions  relating  to  wartime  mission  requirements.  Staff  training 
objectives  are  derived  from  staff  METL.  For  effective  training,s!aff 
elements  must  train  together  within  the  same  headquarters  as  well  as  with 
staff  elements  from  other  echelons  within  the  organization. 

FM  25-100,  p.  4-4 

Staff  essential  tasks  are  then  defined  in  the  ARTEP-Mission  Training  Plan  of  the 
particular  organization  undergoing  training  in  the  form  of  Training  and  Evaluation  Outlines 
CT&EO).  For  example,  a  Tank  and  Mechanized  Infantry  Battalion  Task  Force  is  provided  a 
Mission  Training  Plan  71-2  which  has  general  T&EO  at  the  Task  Force  level  covering  each 
of  the  Ba,uefield  Operating  Systems  and  generally  describing  the  collective  tasks, 
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conditions  and  standards  associated  with  genera]  mission  performance.  For  example,  there 
are  two  T&EO  for  Fire  Support:  Employ  Fire  Support  and  Operate  Fire  Support  Section. 

*  The  Fire  Support  Section  T&EO  describes  what  must  have  been  accomplished  by  staff 
planning  to  ensure  effective  fire  support  In  this  case,  an  adequate  Fire  Support  Plan  which 
contains  imero/ia; 

•  Targets  planned  on  known,  likely,  and  suspected  enemy  locations; 

^  mounted  approaches  at  choke  points;  dismounted  approaches  where 

acquisition  is  likely;  potential  enemy  overwatch/support-by*flre 
positions;  and  easily  recognizable  terrain  features  to  allow  rapid 
adjustment  onto  the  enemy. 

•  Smoke  planned  to  obscure  enemy  observation,  screen  friendly 

*  movement,  support  breaching  operations,  and  assist  disengagements. 

•  Targets  planned  to  support  combat  and  reconnaissance  patrols. 

•  CAS  planned  to  engage  concentrated  enemy  positions. 

►  Task  7-1-39081,  p.  5-MTP  71-2 

This  is  excellent  and  highly  professional  detail.  Applied  by  well  trained  units, 
leaders  and  staff  members  professionally  qualified,  the  T&EO  are  outstanding.  They  will 
guide  effectively  analytical  discussion  among  and  between  the  S-3,  S-2,  and  Fire  Support 
Officer.  Left  with  less  trained  units,  there  is  considerable  room  for  local  interpretation- 
issues  of  "how  much  is  enough"  smoke,  coverage  of  suspected  locations,  or  concentrated 
enemy  positions  for  CAS?  These  are  detail  issues  Init  vital  professional  detail  which  when 
understood  and  shared  enables  Airland  Operations. 

How  do  we  train  this  detail  to  the  reserve  staff  officer  in  his  or  her  professional 
develqrnvnt  or  those  officers  when  they  arc  grouped  mto  the  brigade  or  battalion  staff?  At 
present,  aside  from  the  professional  support  of  a  trained  full  time  active  soldier  or  reservist 

I  present  to  advise  the  preparation  and  execution  of  ^ning,  there  really  is  no  explicit 

training  support  Doctrinal  guidance  is  quite  explicit  that  there  are  no  staff  drills  which 
apply  to  this  problem:  \ 

Drills  provide  standardized  actions  that  link  soldier  and  collective  tasks  at 

platoon  level  and  below.  At  company  and  aboye,  integration  of  systems 

and  synchronization  of  systems  dernand  an  analysis  of  N^CTT-T. 

I 

FM  25-101,  p.  4-8 

Perhaps  there  is  an  answer  in  tables  for  basic  command/staff  training  as  there  was  for  small 
unit  training  now  that  there  are  new  technologies  available  and  coming? 
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The  technologies  of  distributed  simulation  represented  in  subsistent,  virtual  and 
construedve  simulation  permitting  immersion  training  in  a  warfighting  context  seem 
al  'solutely  relevant  to  this  training  challenge.  The  potential  has  been  described  well  ir  the 
draft  Concept  for  Advanced  Battle  Simulation  ftom  the  Combined  Arms  Center 

ABS  will  allow  users  at  many  geographically  separate  sites  to  join  together 
in  a  common  exercise,  force-on-force,  against  a  common  opponent,  all 
using  realistic  tactics  and  capabilities  in  real  time.  Commanders,  staff 
officers,  and  individuals  on  both  sides  plan,  fight,  and  see  the  results  of  the 
l»ttle  or  campaign  They  see  the  cause  and  effect  of  synchronization:  the 
interrelationships  of  time,  space,  movement,  firepower,  air  support, 
intelligence,  logistics,  and  the  effectiveness  of  command  and  control 
systems.  They  can  explore  the  gray  areas  between  audacity  and 
recUessness,  paying  for  errors  with  the  "lives"  of  their  forces.  They 
experience  the  frustration  of  human  error,  failed  systems,  and  over- 
optimistic  planning  as  well  as  the  satisfaction  of  well  executed  missions. 

Para.  4A,  30  October  1990 

That  is  die  potential  of  advanced  simulation  applied  to  division  and  above.  Potential 
at  that  echelon  is  near  reality  at  battalion.  The  training  technology  has  been  demonstrated 
by  SIMNET  in  WAREX  03/90  with  several  battalions  in  the  1st  Infantry  Division. 
However,  the  training  development  which  could  relate  the  capability  to  the  challenges  of 
command/staff  training  in  the  leserves  has  not  been  done. 

First,  several  characteristics  of  distributed  virtual  simulation  (SIMNET)  relevant  to 
die  command/staff  training  challenge: 

•  The  simulation  is  fundamentally  different  from  any  other  current  batde 
simulation.  As  virtual  simulation,  it  builds  from  the  bottom  up;  that  is, 
individual  manned  tanks,  AFV  and  aircraft  fighting  absolutely  "free  play"  on  a 
terrain  data  base.  Fire  Support  and  Logistics  are  represented  so  the  maneuver 
force  faces  realistic  constraints.  This  capability  is  the  basic  SIMNET 
breakthrough  in  distributed  virtual  simulation-battalions  of  low  cost  generally 
full  crew  simulators  able  to  fight  interactively  against  a  realistic  enemy  also 
fighting  to  win.  Now,  the  number  of  battlefield  objects  can  expand  to  include 
in  time  virtually  all  the  "drivers"  of  the  batde  for  all  seven  batdefield  operating 
systems-dismounted  infantry,  support  vehicles,  emitters,  jammers-all  of  the 
important  weapons  which  trigger  staff  action. 

•  As  the  numbers  build,  it  is  necessary  to  develop  ways  for  the  batde  to  be 
fought  without  the  necessity  of  the  presence  of  all  the  soldiers-particularly 
essential  with  the  OPFOR.  The  answer  is  the  Semi-automated  Force 
(SAFOR)— essentially  robotic  forces  or  constructive  simulation.  At  present. 
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this  o^ability  exists  such  that  one  leader  can  command  effectively  in  battle  one 
U.S.  company  or  an  OPFOR  Battalion.  This  capability  should  expand  in  time 
to  one  leader  per  U.S.  Battalion  or  OPFOR  Regiment.  Successful  SAPOR  is 
the  key  to  larger  unit  operadons.  It  must  be  applied  not  only  to  larger 
maneuver  formadons  but  also  to  all  of  the  other  interacdons  of  the  other 
Batdefield  Operating  Systems.  Several  other  capabilides  or  characterisdes 
already  proven  in  SIMNET  are  pardcularly  relevant  to  batde  command/staff 
training.  They  are  (in  hardware): 

-  Plan  View  Display  (PVD)--&  real  time  "God-like"  view  of  the 
batdefield  permitting  detailed  overwatch  or  playback  of  the  actions  of  the 
fighters  portrayed  on  a  terrain  map  similar  to  the  NTC. 

-  Stealth  Vehicle-the  ability  to  move  anywhere  on  the  battlefield  at  any 
time  in  the  batde  without  being  observed.  For  example,  an  observer  could 
place  himself  in  the  Company  Commander's  tanl:  at  the  precise  moment 
he  ordered  execution  of  an  engagement  area.  Or  the  SAFOR  MRB 
Commander  could  "beam"  himself  to  the  SAFOR  unmanned  Company 
Commander's  tank  and  take  personal  command  for  the  execution  of  a 
particularly  important  phase  of  mission  execution.  It  is  this  capability  for 
direct  personal  intervention  "on  the  ground"  to  ensure  that  doctrine, 
tactics,  techniques  and  procedures  are  followed  appropriate  to  infinitely 
variable  Mission,  Enemy,  Troops,  Terrain  and  Time  Available  (METT-T) 
that  distinguishes  SIMNET  from  other  constructive  simulations  created 
essentially  by  algorithm.  Application  of  the  high  resolution  described 
above  for  maneuver  systems  to  other  BOS  will  provide  the  capability  for 
challenging  "full  up"  command/staff  training. 

-  Data  Logger-thc  ability  to  record  then  analyze  batdefield  interactions  to 
provide  the  detail  required  for  command/staff  AARs.  Pre-established 
Measures  of  Effectiveness  (inter  and  intra  BOS)  can  be  compiled  rapidly 
while  the  command  or  staff  action  is  still  fresh  in  the  mind  of  the  ofticer  or 
noncommissioned  officer.  This  capability  can  be  quite  detailed,  which 
distinguishes  SIMNET  as  virtual  simulation  from  other  forms  of 
constructive  simulation  usually  used  to  generate  warfighting  for  batde 
command/staff  simulations  such  as  ARTBASS  or  CBS.  The  detail  of 
potential  AAR  data  is  remarkable.  The  following  listing  of  potential  MOE 
focuses  primarily  on  Maneuver,  Fire  Support  and  Command  and  Control. 
Other  Batdefield  Operating  System  MOP  can  be  developed  to  support 
command/staff  training. 
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Potential  >Aeasures  of  Effectiveness 

Kills  by  type  by  shot-Abrams,  Bradley,  T72.BMP 

Total  hits  at  90  degree  aspect  ±  45  degrees  Blue/Red  %  ATGM,  %  Tank 

Total  hits  at  180  degree  aspect  ±45  degrees  Blue/Red  %  ATGM,  %  Tank 

Comtnander  locations  at  critical  times-BDE/TF/Company 

Planned  critical  times  ar  d  locations  vs  actual-major  units 

Commander  BDE/TF/CO%  time  under  direct/indirect  fire 

Effectiveness  of  direct  fire  from  key  locations 
%  targets  acquired 
%  targets  engaged  cf  those  acquired 
%  targets  destroyed  of  those  engaged 
%  fratricide 

Effectiveness  of  indirect  fire  from _ Battery, _ Mtr  Pit 

%  targets  engaged  of  those  requested  by  Commander  most/least  responsive  times,  average 
%  targets  neutralized  of  those  engaged 
%  targets  destroyed  cf  those  engaged 
%  time  main  effort  observable  bv  FIST 

Effectiveness  of  suppression  at  key  times  in  Cmdrs  plan 
.Artillery:  %  of  Hhour  capabinty  capable  of  firing,  %  firing 

AB<  Helo;  %  of  Hhour  capabilitv  msn  ready.  %  fichtino 

Effectiveness  of  Recce 

%  possS}le  targets  acquired  >  5  km  fwd  of  friendly  trace 
%  targets  engaged  by  Rre  Support 

Effectiveness  of  Counter  Recce 
%  Root  Recon  Co  neutralized 

Temin  Use 

Average  distance  between  vehicles  at  key  locations 
%  AFV  able  to  enoaqe  enemy  max  effective  ranqe  at  key  times  in  Cmdrs  plan 

Massing  of  Combat  Power  (Blue/Red) 

%  combat  power  employed  at  key  times  in  Cmdrs  plan 
(%  initial  combat  power.  %remalnlrKi-direct/ii;direct  fire) 

C2-  Troop  Leading  Procedures 

Time  Div,  Bde,  Bn,  Co  orders 

Reportinq:  Co  to  Bn  then  Bn  to  Bde.then  Bde  to  Div. 

Processing  time-mean,mode,avarage 

Accuracy  of  spot  reports:  reported  vs  actual 

Reporting  discipline-cueing  critical  messages 

Time  cmd  vehicle  able  to  observe  main  effort 

Synchronization  use  of  Attack  Aviation 

Time  ABC  enter  net  to  initial  engagement 

Effectiveness  of  SEAO-%  ADA  engaged,  %  neutralized 

Effectiveness  of  Atk  Avn  use-%  taroet  enoaced,  %hit 

Effectiveness  of  CSS 

Class  III  %  force  green/amber/red/black  by  hour 
(M1.M2-3,AtkAvn) 

Class  V  %  force  greenfamber/redtlack  by  hour 
(Tank  main  gun,  TOW/25mm,155) 

Maintenance:  time  AFV  inoperative  until  BDA  present 

Medical:  time  casuaity  until  Medics  present 

Accroach  March:  Cl  III  status 
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The  utility  of  hardware  capabilities  (Data  Logger)  for  battle  command/staff  training 
seems  evident.  These  MOE  examples  just  scratch  the  surface  of  the  kinds  of  detailed 
information  which  could  be  made  available  routinely  for  the  unit  in  training  potentially  at 
any  echelon.  This  detail  available  for  unit  AAR  is  complemented  by  the  basic  nature  of  the 
simulation: 

•  The  simulation  is  unforgiving.  Since  their  are  virtually  no  black  boxes  solving 
problems  and  the  simulation  builds  and  aggregates  from  the  individual  fighting 
element  up,  warfighters  and  their  staffs  must  coordinate  in  detail  exacdy  as 
diey  would  or  the  batdefield.  If  integration  of  combat  power  is  good,  the 
battlefield  outcomes  reflect  that  If  it  is  poor,  unfocused,  that  too  is  evident 
As  some  BOS  are  fought  in  the  automated  or  semi-automated  (SAPOR)  mode, 
the  software  which  establishes  the  batde  context  (OPORD)  and  the  machine 
ground  rules  (Combat  Instruction  Sets)  are  readily  available  and  easily 
changeable  to  reflect  particular  doctrine,  tactics,  techniques  and  procedures 
desired  by  the  chain  of  command. 

•  All  actions  are  "free  play "  actions  of  war  fighters  and  their  staffs  fighting  ,u 
win.  As  a  result,  the  development  objective  is  no  scripters  for  lEW,  OPFOR, 
etc.,  and  fewer  to  no  Observers/Controllers  as  the  analytical  data  required  for 
chain  of  command  assessments  will  be  readily  available  in  the  Measures  of 
Effectiveness  (MOE)  for  each  Batdefield  Operating  System  (EOS).  Tlus  can 
be  observed  by  Stealth,  viewed  on  the  PVD  or  compiled  on  die  Data  Logger  as 
discussed  above  for  use  in  AARs. 

•  Overhead  should  be  modest  as  the  major  participation  required  is  that  of  the 
fighters  (command  and  staff)  occupying  their  TOE  positions  who  are  striving 
to  achieve  the  objectives  stated  in  their  OPORD  using  the  doctrine, 
organization,  equipment  (embedded  in  tumial  equipment  through  subsistent  or 
virtual  simulation  when  possible)  and  training  of  their  actual  unit  The  major 
training  variable  is  the  level  of  command/staff  participation  desired  by  members 
of  the  unit  at  whatever  the  echelon. 

•  The  distributed  nature  of  the  simulation  combined  with  the  Stealth  capability 
permit  the  CAPSTONE  commander  to  transit  to  the  battlefield  of  virtual 
objects  at  will.  He  may  be  able  to  "visit"  conunand  groups  of  subordinate 
commands—talk  to  the  commander  and  view  that  commander's  decision 
graphics.  The  senior  staff  officer  can  visit  the  higher  or  lower  appropriate  staff 
electronically.  As  a  result  of  the  inherent  flexibility  of  distributed  virtual 
simulation,  it  appears  clearly  possible  to  sustain  immersion  training  in  a 
warfighting  unit  context  for  battle  command/staff  training. 

•  The  most  powerful  feature  of  distributed  virtual  simulation  is  that  for 
Commanders,  key  staff  officers,  ALOs,  FISTs,  Fighting  Vehicle  Crews-- 
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wherever  you  choose  to  put  man  in  the  loop-there  is  a  visual  portrayal  of  a 
seamless,  virtual  battlefield.  Commanders  can  see  combat  formations  moving 
and  make  realisdc  calculations  for  synchronizing  time  and  space  and  make  on 
die  spot  adjustments  to  battle  plans.  Artillery  and  air  strikes  can  be  adjusted  if 
the  man  in  the  loop  is  properly  positioned  to  observe.  The  location, 
eH'ecdveness  and  possible  enemy  countermeasures  can  be  direcdy  observed. 
The  posidoning  of  vital  air  defense  Hre  units  can  be  checked  out  "on  the 
ground."  The  experienced  officer  can  judge  if  the  movement  to  batde  posidons 
by  attack  helicopters  is  taking  advantage  of  terrain  and  if  the  resulting  exchange 
ratios  are  valid.  The  whole  issue  of  "validity"  of  battle  simulation 
goes  away  because  professionals  can  "see"  what  is  happening 
and  instinctively  know  if  it  is  realistic. 

Thus,  summarized,  distributed  virtual  simulation  seems  to  be  a  technological 
opportunity  to  fill  gaps  in  command/staff  training.  Since  objects  have  to  move  on  the 
ground  in  great  numbers  to  cause  events  to  happen-there  are  no  face-saving  algorithms- 
the  fdcdon  of  war  can  be  genuinely  present  New  capabilities  such  as  sensors  or  command 
and  control  iit^irovemcnts  or  Terminally  Guided  Weapons  can  be  integrated  and  fought 

Given  this  apparent  technical  suitability  of  simulation  for  rigorous  command/staff 
training,  Command/StafTTables  analogous  to  the  small  unit  tactical  tables  appear  feasible. 
Conceptually,  to  achieve  the  level  of  resolution  of  "how  to"  required  to  support  the  T&EO 
for  the  unit  staff  discussed  above  with  fire  support,  a  series  of  increasingly  difficult 
situations  should  be  presented  to  the  individual  and  staff  in  such  a  way  as  to  cause 
considered  action  (coordination)  to  occur.  Ihen  that  action  is  discussed  in  depth  in  an 
AAR.  There  is  precedent  for  this  approach.  The  Hre  Coordination  Exercise  (FC  71-5, 
Armor  School,  January  1985)  is  a  proven  command/staff  table  developed  to  better  train  fire 
support  tasks  in  both  institution  and  unit  Nineteen  specific  vignettes  to  fixed  METT-T  are 
presented  in  "what  now"  situations  followed  by  AAR. 

The  stimulus  for  the  table  can  be  either  a  series  of  vignettes  dravm  from  Desert 
Storm,  Rrave  Shield,  BCTP,  NTC,  JRTC,  or  CMTC  presented  in  a  "What  Now, 
Commander,  or  S-3  or  Hre  Support  Officer,  etc.?"  mode,  or  the  battle  vignettes  could  be 
drawn  firoln  special  situations  with  carefully  selected  METT-T  designed  to  bring  out  critical 
training  points.  Excellent  checklists  for  staff  responsibilities  requiring  training  in  tables  are 
included  in  the  ARTEP-MTP  T&EO.  In  addition,  FM  71-123  Tactics,  Techniques,  and 
Procedures  for  Combined  Arms  Heavy  Forces  is  a  good  primer  on  "how  to"  by  Battlefield 
Operating  System  by  type  unit  mission. 
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Following  the  tactical  tables  precedent,  battle  command/staff  tables  could  consist  of 
three  general  groupings  of  exercises.  The  groups  are  designed  to  stimulate  training— 
Lessons  Leamed-at  three  weU  known  levels:  (1)  basic  BCTP-type  lessons  that  staffs  have 
to  learn  again  and  again  pre-mobilization;  (2)  more  advanced  lessons  that  well  trained 
troops  can  absorb  and  thereby  gain  increased  competence  as  they  undergo  post- 
mobilization  training;  and  finally,  (3)  lessons  of  truly  advanced  teamwork  that  when 
mastered  mark  only  the  best  of  fighting  units.  See  Table  1.1-1  for  a  brief  description  of  the 
omcept 

BATTLE  COMMAND/STAFF  TABLES 
Basic  Coordination  Exercises 

These  are  tactical  vignettes  oriented  either  to  vertical  coordination  within  a  BOS  or 
to  effective  horizontal  staff  actions  required  to  accomplish  various  missions.  A  vertical 
vignette  could  be  as  straightforward  as  umnterdicted  Qass  IB  and  V  resupply  in  a  Brigade 
hasty  attack  (drawn  from  BCTP  experience  and  recreated  in  virtual  simulation)  where  all 
the  CSS  planners  and  operators  from  maneuver  battalion  to  division  work  the  issue  with 
other  BOS  represented  by  SAFOR.  Alternatively,  the  vignette  could  be  as  complex  as 
massing  fire  support  for  counterfire  during  a  rapidly  changing  offensive  operation  as 
occurred  on  Desert  Storm.  In  this  case  all  of  the  Fire  Support  Coordinators  from  battalion 
to  division  including  Corps  Artillery  assets  could  fight  with  a  "canned"  METT-T  set  up  in 
virtual  simulation  with  other  BOS  in  constructive  simulation  (SAFOR).  The  canned 
situation  would  be  designed  to  bring  out  the  challenges  in  fire  support  planning  represented 
in  the  ARTEP-MTP  T&EO  in  great  detail  to  ensure  conunon  professional  understanding. 
Essentially,  it  could  be  an  upgraded  Fire  Coordination  Exercise  (FCX). 

A  brigade  echelon  vertical  vignette  could  focus  on  lEW-Preparation  of  the 
Battlefield-orchestration  of  intelligence  collection  assets  battalion  through  division  then 
"canned"  METT-T  execution  with  all  of  the  Intel  capability  fighting  manned  in  virtual 
simulation  while  other  systems  fight  in  SAFOR-essentially  an  Intelligence  Coordination 
Exercise.  Again  the  METT-T  is  Bxed  to  ensure  that  the  most  productive  training  required 
in  the  ARTEP  MTP  is  achieved.  AAR  would  be  conducted  as  desired  probably  upon 
completion  of  a  critical  phase  or  every  one  to  two  hours  if  the  table  is  designed  to  be 
"fought"  in  a  UTA  1  (four  hours).  The  AAR  would  be  tied  very  closely  to  known  CTC 
shortfalls  in  achieving  ARTEP-MTP  standards.  The  nature  of  the  simulation  piovides  the 
flexibility  such  that  virtually  any  training  technique  desired  by  the  unit  could  be  supported. 

1.1-11 


App.  1.1 


i 


Table  1.1*1.  Combined  Arms  Tactical  Tables 
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Basle  Coordination  Table 

Review  coordination  of  basic  Staff 
Procedures  vertical  by  BOS  and 
horizontal  by  echelon-Bn/Bdo 

Full  staff-all  BOS  supported,  no 
degrsKle  to  capability 

Minimum  OPFOR  (SAFOR)  to 
stimulate  cmd/staff  action 

Crawl,  walk,  run  to  standard-more 
difficutt  conditions  mv 
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These  tables  are  designed  to  develop  mission- 
ready  battie  staffs-Cmd  Gp  and  TOC  by 
requiring  demonstrated  proficiency  to  standard 
in  increasingly  complex  operations.  They  draw 
on  the  SIMNET/CCTT  technology,  which  permits 
variable  resolution  in  the  representation  of  the 
BOS.  Plan  View  Display,  SAFOR,  Stealth 
Transporter,  and  Data  Logger  are  all  integrated 
to  provide  timely  AAR  feedback  to  Command  ana 
Staff  in  agreed  MOE  to  predetermined  METT-T 
by  BOS. 


Staff  Actions  Table 

•  Train  coordination  of  priority  combined  arms 
collateral  operations 

•  FuB  unit-all  BOS  manned,  no  degrade  to  capability 

•  CompetenL  aggressive  OPFOR  Tighting  to  win* 

•  Stress  all  BOS,  embedded  AAR 

Opportunity  to  Tight  your  Contingency  mission  on 
that  terrain  focused  by  echelon  or  by  BOS. 

Through  seamless  simulation  and  variable 
granularity,  fight  with  your  force  actually  *on  the 
grourxf-many  objects  (tanks,  trucks,  emitters,  . 

etc.).  All  must  receive  timely  command/ 
staff  direction,  just  as  in  battle. 

Semi  automated  Forces  (SAFOR)  permit  major  *  J 

units  to  be  fought  with  minimum  personnel.  Key 
battle  decisions  at  subordinate  echelons  are  human.  ,  ^ 
Distributed  simulation  is  supportive  of  distributed  , 

RCunits  or  coalition  allies. 

Technology  developments  should  permit  hybrid  *  \ 
simulation  where  a  CFX  could  be  conducted  with  ^ 

some  fighting  from  actual  vehicles  while  others  _ 

fight  from  simulators  and  others  are  in  a  CPX  or 
classroom  environment. 


Convnand/Staff  Reaction 
Tables 

Intense, demanding  tactical  situations 
requiring  quick,  innovative  responses 

Degraded  mode  by  BOS-key  personnel 
casualties,  logistic  shortages 

OPFOR(SAFOR)  advantage, 
challenging  missions 

Stress  joint  and  combined 
coordination  under  challenging 
conditions 
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Horizontal  vignettes  would  focus  on  training  the  full  staff  at  the  selected  echelon  at 
battalion  or  brigade  in  the  Basic  Coordination  Exercises.  The  METT-T  of  a  particular 
mission  "fought"  on  Desert  Storm  or  at  CTC  could  be  recreated  as  of  H  Hour  with  full 
battalion  command  and  control  distributed  as  described  in  doctrinal  publications.  Then  the 
battle  begins  with  brigade  and  company  and  below  represented  by  SAPOR.  The  simuladrai 
technology  would  pennit  "refi^t"  of  that  mission  followed  by  detailed  AAR  incorporating 
the  MOE  as  desired  by  the  battalion  commander.  Now  the  focus  would  be  on  coordination 
of  command/staff  to  the  ARTEP-MTP  T&EO.  Then  should  the  chain  of  command  desire, 
another  warfight  could  be  conducted  perhaps  executing  another  course  of  action  but  again 
reinitialized  to  the  same  METT-T  as  the  preceding  mission.  In  all  cases,  the  overiiead 
would  be  reduced  significantly  by  fighting  brigade  and  above  and  company  and  below  in 
SAPOR, 

If  desired,  the  technology  would  permit  divelopment  of  a  "standard"  battalion  or 
brigade  operation  with  METT-T  laid  out  by  the  Combined  Arms  Center  and  well- 
documented  ORLL.  This  operation,  analogous  to  the  school  solution  "par"  for  the  tactical 
tables,  could  be  made  available  to  newly  assigned  Brigade  Commanders  on  a  distributed 
basis  such  that  they  could  "calibrate"  their  command  and  staff  procedures.  Competition 
could  also  be  encouraged  to  "beat  the  par."  Once  the  TRADOC  or  Major  Command 
METT-T  is  initialized,  the  brigade  could  vary  the  manned/SAPOR  mix  as  desired. 

Staff  Actions  Exercises 

This  group  of  exercises  would  be  considerably  more  challenging  than  the  basic  in 
that  more  complex  collateral  operations  would  be  fought  against  a  more  aggressive  and 
ci^ble  enemy  and  the  full  flow  of  operations  would  be  permitted  to  develop.  That  is,  the 
trigger  for  command/staff  action  would  not  be  "canned"  vignenes  but  ratlier  a  free  flowing 
campaign  or  battle,  whic given  the  general  correlation  of  forces,  could  be  "won"  by  the 
OPPOR  if  the  friendly  force  (battalion  or  brigade)  is  not  fought  well.  The  AAR  process 
using  detailed  MOE  developed  for  the  Basic  Coordinatirai  Exercises  would  be  available  but 
used  to  reinforce  the  chain  of  command  as  it  trains  itself  not  through  any  intermediaries 
such  as  0/Cs.  At  this  level,  rrtissions  would  be  complex  involving  multiple  collateral 
operations.  An  example  could  be  brigade  delay  against  division  size  forces  with  corps 
priority  for  fire  support  and  mid-battle  OPCON  of  an  Allied  force.  All  BOS  would  be  fully 
mission  ready  at  the  onset  of  operations.  At  the  battalion  echelon  a  comparable  mission 
could  be  battalion  hasty  defense  against  a  multiple  brigade-size  force  with  division  priority 
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of  fire  support.  Such  a  mission  would  stretch  the  command-staff  capability  to  focus 
combat  power. 

Command/Staff  Reaction  Exercises 

Reaction  exercises  would  be  extraordinarily  challenging,  requiring  a  level  of 
teamworic  and  capability  in  focusing  combat  power  well  above  the  average.  These  are  the 
lessons  of  truly  advanced  teamwork  which  can  be  represented  only  in  distributed 
simulation  technology.  Each  battle  could  be  complex  involving  major  OPFOR  forces  with 
reduced  friendly  capability  and  the  initiative  resting  with  the  OPFOR.  Joint  and  combined 
forces  would  be  an  integral  part  of  all  contingency  scenarios  being  "fought”  An  example 
could  be  a  reduced  capability  brigade  hasty  defense  against  a  division  with  enemy  fixed  and 
rotary  wing  superiority  and  a  severely  constrained  friendly  logistic  capability.  Friendly 
personnel  losses  during  the  operation  would  include  one  or  more  commanders  in  the 
brigade.  At  the  banalion  echelon,  a  delay  against  larger  OPFOR  forces  with  limitations  in 
selected  friendly  BOS  could  be  a  suitable  Reaction  Exercise.  Other  similar  scenarios  would 
stress  BOS  coordination  within  the  division/brigade/battalion,  dependent  upon  the  training 
requirements  of  the  chain  of  command.  All  three  of  these  sets  of  tables  should  be  capable 
of  execution  in  any  combination  of  virtual  and  constructive  simulation  desired  by  the  chain 
of  command.  The  training  and  technology  should  permit  a  broad  range  of  personnel 
requirements  dependent  on  the  training  audience.  See  Table  1.1-2,  Intensive  Training 
Matrix. 

These  examples  hopefully  reflect  the  significant  potential  for  remarkable 
improvements  in  AirLand  Operations  command/staff  training  permitted  by  distributed 
simulation  for  both  unit  and  institutional  training  site~BatJe  Command/Staff  Tables. 
Derailed  development  of  this  training  is  beyond  the  scope  of  this  effort  It  is  included  to 
indicate  that  the  methodology  applied  to  small  unit  and  leader  training  appears  equally 
applicable  to  command/staff  training.  The  training  support  recommended,  particularly  the 
Commander-Staff  Trainer,  should  enable  this  necessary  training. 
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Table  1.1-2.  Reserve  Forces  Intensive  Training  Matrix 

Fighting  vartically  by  BOS  or  horizontally  by  echelon  with  mix  of 
personnel  and  automated  participation  as  desired  by  chain  of  cmd 


Training  Strategy:  Distributed  collective  training  to  pre  determined 
METT-T  by  echelon  or  by  Battlefield  Operating  System,  enabled  in 
the  Armory  or  Reserve  Center  by  distributed  virtual  simulation. 

Echelon  immersion  training  package  provided  to  the  chain  of 

command  by  doctrinaily  correct  Tactical  Tables  and  Batfle 

BOS  (  - . .  ^  Cemmand/Staff  Tables  combined  with  embedded  AAR  support 

Chain  of  command  determines  degree  of  automated  support,  i.e., 
if  training  Fire  Support,  all  from  that  BOS  present,  other  BOS 
could  be  constructive. 
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VERTICAL  BCST-FIRE  SUPPORT 
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VERTICAL  BCST-FIRE  SUPPORT 


GENERAL  PRINCIPLES 

Battle  Command  Staff  Training  develops  individual  staff  officers  (such  as  the  S4  or 
S2);  staff  teams  (such  as  S3.  S2,  and  FSO)  and  collective  sta^  (Battle  Staff  Integration) 
proficiency.  To  date,  most  of  the  training  focus  has  been  placed  on  horizontal  teaming;  that 
is.  the  creation  of  a  high  performance  command/staff  team  functioning  at  each  command 
echelon.  For  most  citizen  soldiers,  this  has  meant  Battalion  and  Brigade  Stafi  training 
although  the  methodology  is  applicable  for  Divisions  or  Support  Groups.  Battalion  and 
Brigade  command  and  staff  competence  is  a  precondition  to  unit  success  in  warfighdng. 
However,  horizontal  competence  is  necessary  but  not  sufficient  to  successful  execution  of 
current  fighting  doctiine-AiiLand  Battle.  The  imperatives  for  successful  execution  of  this 
doctrine,  particularly  synchronization,  mandate  vertical  integration  of  each  of  the  seven 
Battlefield  Operating  Systems  (BOS)  at  each  echelon  of  command  of  maneuver  units.  For 
a  graphical  representation  of  these  vertical  and  horizontal  interactions,  see  Figure  1, 
Chapter  1. 

Successful  execution  of  every  combat  mission  requires  the  successful  application  of 
varying  combinations  of  Maneuver,  Fire  Support;  Intelligence;  Mobility,  Countermobility 
and  Survivability;  Air  Defense;  Combat  Service  Suppent;  and  Command  and  Control.  Each 
of  diese  BOS  is  a  function  which  must  be  coordinated  vertically  up  the  chain  of  command 
to  achieve  its  battlefield  effects.  That  is,  it  gains  its  effectiveness  from  synergistic 
interactions  within  the  framework  of  the  BOS  from  the  smallest  battlefield  entity-for  fire 
support,  the  Company  Hre  Suppon  team  (FIST)~to  the  highest  supporting  echelon  [e.g., 
the  Corps  Army  Tactical  Missile  System  (ATACMS)  or  the  flight  of  fo«ir  F-16s  providing 
Close  Air  Support  (CAS)].  The  fire  support  "whole"  is  much  greater  than  the  sum  of  its 
parts.  The  fire  support  "family"  is  the  vibrant  "brain  and  muscle"  interacting  at  every 
echelon  from  gun  section  to  C!orps  and  numbered  Air  Force  or  Naval  Surface  Group  to 
support  die  ground  commander.  Each  BOS  has  a  similar  functional  vertical  framework  or 
vertical  "team."  Vertical  BCST  addresses  the  training  of  each  of  these  BOS  "teams"  in 
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support  of  the  mission  and  tactical  intent  of  the  ground  force  commanders  at  each  echelon 
of  command 

The  explicit  requirement  for  structured  vertical  BCST  is  new.  It  has  developed  both 
from  doctrinal  statement  (FM  100-5  Operations)  and  from  practical  need  in  fighting  and 
winning  jointly  and  with  allies  in  the  Persian  Gulf  and  in  the  various  Combat  Training 
Centers.  Gearly  complex  new  Tactics,  Techniques,  and  Procedures  such  as  Counterfire  or 
Joint  Air  Attack  (JAAT)  involve  split  second  interactions  within  and  between  various  BOS. 
Successful  counterfire  mandates  extremely  rapid  acqmsition,  assessment,  allocation  of 
assets  and  delivery  of  effective  fires.  These  complex  tasks  require  complex  multiechelon 
coordination.  They  must  be  practiced  regularly.*  Some  structured  training  support  is 
required  to  enable,  in  fact  encourage,  regular  practice. 

There  is  a  second  equally  important  reason  to  develop  vertical  teaming  or  bonding. 
The  accelerated  tempo  of  modem  battle  mandates  new  tasks,  conditions  and  standards  for 
unit  staff  performance.  Newly  enabled  collateral  operations  such  as  deep  attack  immediate 
Joint  Suppression  of  Enemy  Air  Defense  (JSEAD)  require  new  levels  of  vertical  and 
horizontal  coordination.  Maintaining,  then  drawing  upon  a  conrLnuing  flow  of  information 
up  and  down  the  vertical  BOS  "stovepipes"  is  a  precondition  to  agility  in  modem  battle. 
Yet  this  vital  vertical  flow  of  functional  information  is  seldom  represented  or  trained  in  staff 
training  of  maneuver  units.^  Nor  does  the  process-orientation  of  normal  school-based  staff 
training  encourage  use  of  vertical  information  flows.  For  instmctional  purposes,  to  ensure 
that  students  understand  the  staff  processes,  past  institutional  staff  training  has  focused  on 
execution  of  sequential  staff  processes  such  as  Intelligence  Preparadon  of  the  Battlefield 
OOPB)  or  wargaming  of  courses  of  action  all  focused  at  a  specific  echelon.  These  are 
portrayed  as  separate  and  distinct  requirements  in  a  prescribed  staffing  process  and  are 
evaluated  in  detail  in  C  abat  Training  Centers  as  practiced  in  thoughtfully  structured 


*  An  understand  that  the  tank  crew  or  the  Dragon  gunner  must  train  to  standard  frequently.  Wehavebeen 
leas  prqnred  to  accept  that  the  S2  or  S3  or  FSO  have  equally  complex  cognitive  sequential  tasks  to 
perform  to  standard  individually  and  in  conceit  with  each  other  on  the  same  staff  as  in  the  case  of 
counterfire.  Even  less  have  we  recognized  the  need  for  the  Bn,  Bde  and  Div  Fire  Support  Element  to 
practice  as  a  fiincticming  vertical  ’team”  to  achieve  the  split  second  coordination  required  to  win  in 
modem  warfighting. 

2  In  the  pace  of  MUTA  to  MUTA  activity,  it  is  leaDy  difficult  to  assemble  the  entire  unit  staff  to  train 
as  a  st^  ’team*  much  less  ensure  that  the  appropriate  staff  and  functional  personnel  fiom  one  and  two 
edielons  higher  or  lower  will  be  available  for  vertical  training.  It  is  even  more  difficult  to  represent 
this  in  institutional  training  when  the  required  expertise  crosses  functional  jurisdictiems. 
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sequential  r  tissions.^  The  mission  sequence  is  Plan,  Prepare  and  Execute  then  pause  for  a 
unit-oriented  (horizontal)  AAR. 

In  combat,  there  are  seldom  sequential  missions.  A  more  typical  situation  is 
multiple,  simultaneous  activities.  G)mmanders  and  staffs  at  all  echelons  are  immersed 
continuously  in  Monitoring  ongoing  operations.  Directing  new  activities  and  Planning 
future  operations.  Communications  nets  hum  with  necessary  informadon  passed  vertically 
and  horizontally.  Horizontal  staff  processes  never  occur  in  a  vacuum.  At  each  echelon 
there  is  horizontal  coordination  within  the  organization  and  vertical  coordination  up  and 
down  the  seven  BO^  continuously.  No  unit  staff  planning  starts  from  scratch  at  any 
echelon.  Rather  a  nussion  is  a  new  requirement  placed  on  a  continuously  functioning 
process.  So  to  reflect  the  tempo  and  challenges  as  well  as  the  benefits  of  continuing  staff 
coordination  in  modem  combat,  BCST  should  include  botii  hcnizontal  and  vertical  training. 

Horizontal  BCST  has  been  defined  in  detail.  What  should  be  the  design  of  vertical 
BCTT?  Hrst  and  foremost,  the  general  principles  and  logic  of  horizontal  BCST  as  it  is 
structured  to  support  distributed  reserve  training  seem  to  apply. 

a.  The  key  to  BCST  training  development  is  highly  effective  After  Action 
Reviews  (AARs)  which  train  to  required  individual  and  staff  team 
competencies.  BCST  pretrain  modules  are  required  to  prepare  the  unit  trainers, 
OCs  and  OEs  to  conduct  distributed  quality  BCST  to  standard.  Design  the 
training  to  support  the  AAR  such  that  OCs,  OEs,  or  unit  trainers 
can  conduct  distributed  training  to  standard. 

b.  BCST  Tables  must  be  developed  to  enable  distributed  training  to 
prescribed  individual  and  team  (stafQ  competency  as  defined  by  performance 
onMOP/MOE 

c.  Individualized  (self-paced)  training  programs  are  required  to  develop 
oonq)etency  in  individual  command  and  staff  positions  and  small  staff  teams  by 
Battlefield  Operating  System  to  ensure  effective,  efficient  BCST.  Individual 
staff  training  programs  complementary  to  the  Tables  and  Modules 
and  supportive  of  the  AAR  are  required. 


3  An  excellent  description  of  this  rather  elaborate  process  is  presented  in  CGSC  ST  100-9,  Techniques 
and  Procedures  for  Tactical  Decision  Making,  July  1991.  See  Qiapter  7,  Intelligence  Preparation  of 
the  Battiefield.  I^ustradon  with  institutional  focus  on  staff  processes  was  reflected  recently  in  an  ARI 
survey  of  48  Battalion  Qxnmanders  experienced  in  Operations  Just  Cause,  Desert  Storm,  or  the  normal 
CTC  process.  Lussier,  James  W.,  and  Douglas  J.  Litavec,  Battalion  Commanders  Survey:  Tactical 
Commanders  Development  Course  Feedback,  ARI-Leavenworth,  1992. 
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It  would  seem  that  the  only  ntajor  changes  in  moving  from  horizontal  to  vertical 
BCST  would  be  in  the  need  to  form  the  vertical  teams  for  training.  Individual  training  at 
each  echelon  could  include  mote  vertical  BOS  content  to  ensure  that  the  BOS  staff  officer  at 
each  horizontal  echelon  knows  the  lesponsibilides  of  his  or  her  senior  or  subordinate  in  that 
particular  BOS.  It  is  reasonable  to  expect  that  the  staff  officer  responsible  to  coordinate  a 
particular  BOS  would  be  trained  in  the  capabilities  and  limitations  of  that  BOS  up  to  two 
echelons  higher.  That  content  could  be  routinely  incorporated  in  instructional  training 
support  materiaL 

Vertical  small  team  building  is  more  difficult^  General  tasks  are  very  similar 
within  a  BOS  as  one  ascends  the  BOS  ladder.  The  major  difference  is  that  higher  echelons 
have  additional  alternatives  available  to  achieve  the  battlefield  purpose  of  the  appropriate 
BOS  function.  The  training  challenge  is  to  create  a  trmning  environment  such  that  the  key 
individuals  can  interact  as  a  team  vertically  up  and  down  two  or  three  echelons  sufficiently 
often  for  small  team  cohesion  to  develop.  This  is  a  challenge  for  distributed  training  once 
the  membership  and  shared  task  proficiencies  for  the  vertical  teams  are  developed. 

The  third  aspect  of  vertical  team  building  involves  all  within  the  BOS  from  the 
smallest  tactically  significant  entity  to  die  highest  entity  normally  at  Corps  echelon.  There 
is  a  useful  general  model  readily  available  in  the  work  of  Joseph  Olmstead.  He  developed 
the  team-building  requirements  for  application  to  horizontal  BCST  in  formulating  Battle 
Staff  Integration  (BSI).  The  horizontal  perspective  appears  fully  applicable  to  vertical. 
Enclosure  1  modifies  die  Olmstead  model  for  vertical  BCST  addressing  the  development  of 
Battle  Staff  Effectiveness.  Individual  and  small  team  skills  will  come  as  Tables  and 
Mc^ules  focus  on  Staff  Task  Proficiency.  A  more^  difficult  development  challenge  is 
creating  the  integration  required  to  achieve  satisfactory  BOS  organizational  competence  in 
sensing,  communicating  information,  decision  making,  stabilizing,  communicating 
inqilementatitm,  coping  actions  and  feedback  all  vertically 


^  Note  that  we  are  discussing  die  primary  staff  oHicers  or  their  assistants  at  each  echelon.  Gearly  the 
ADA  or  Engineer  Platoon  Leader  supporting  the  Battalion  or  the  CEWI  Company  Commander 
siqipotting  die  Brigade  bring  special  expertise  to  advise  the  battalion  or  brigade  on  their  capabilities  as 
w^  as  command  their  BOS-oriented  unit.  But  there  is  qiecific  knowledge  of  that  BOS  which  must  be 
possessed  by  the  appropriate  primary  staff  officer  (S2,  S3,  etc.)  if  the  BOS  is  to  be  properly  represented 
in  the  staff  planning  process  at  battalion  and  briga^  It  is  that  expertise  which  we  are  discussing. 

^  Olmstead,  Josefdi,  Battle  Staff  Integration,  IDA  Paper  P-26S0,  February  1992,  Appendix  B,  pp.  B-3  to 

B-9.  Note  that  personnel  turbulence  or  turnover  can  be  as  disruptive  of  effective  vertical  staff  actions 
(BSI)  as  we  know  it  is  of  the  horizontal. 
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Proper  structuring  of  basic  vertical  BCST  to  highlight  development  of 
organizational  competence  should  address  these  new  training  challenges.  For  example, 
Organizational  Effectiveness  expertise  if  as  appropriate  in  training  organizational 
competence  for  vertical  BCST  as  it  is  for  n  -nzontal.  In  addidon,  verdcal  task  linkages  by 
BOS  already  established  in  the  formuladon  of  Combined  Arms  Battle  Tasks  can  be 
extended  vertically-above  Battalion  to  Brigade  and  Division-with  appropriate  standards  so 
that  the  horizontal  focus  o^  both  training  and  evaluadon  of  current  BCST  can  be  expanded 
to  include  vertical  interactions.  Then  the  existing  traii>>ng  suppon  structure  of  OCs  and 
OEs  should  provide  the  required  verdcal  emphasis.  Both  lequirement  and  solution  need  to 
be  validated  by  Training  Effectiveness  Analyses. 

That  is  the  general  concept  for  vertical  BCST.  Qearly  it  needs  to  be  reviewed 
closely  for  there  are  significant  resource  implications  in  enabling  this  training.  Thoughtful 
analysis  requires  more  rigorous  description.  To  provide  additional  detail,  I  have  selected 
one  BOS,  Hre  Support,  for  expanded  conceptual  development  and  recommended  Training 
Effectiveness  Analysis.^  Any  BOS  would  suffice  to  validate  or  refute  the  general 
methodology.  However,  integration  of  direct  and  indirect  Hres  is  an  important  and 
persistent  problem  in  the  maneuver  force.  A  vertical  training  exercise-the  Rre 
Coordination  Exercise-employing  Tactical  Engagement  Simulation  (TES)  MILES  has  been 
used  by  the  Armor  Force,  so  there  is  a  basis  for  direct  comparison.  As  Hre  Support 
proponent.  Fort  Sill  has  thought  extensively  about  task  analysis  of  the  fire  support  process 
in  designing  AFATADS,  the  fire  support  complement  to  the  Maneuver  Control  System. 
Lastly,  in  consideration  of  the  very  close  liriks  between  Maneuver  and  Fire  support, 
existing  TES  virtual  simulation  (SIMNET)  represents  Fire  Support  better  than  most  of  the 
other  BOS. 

To  develop  Hre  Support  BCST,  I  shall  use  the  same  organization  as  that  in  the 
overall  BCST  Paper  The  AAR,  BCST  Tables,  Preparation  to  Conduct  the  Table  Training, 
Supporting  Individual  and  Small  Group  Training  and  Applications  to  Institutional  Training. 
Comments  generally  will  be  based  on  a  vertical  rather  than  horizontal  view  of  BCST  in 
order  to  distinguish  differences. 
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The  second  should  be  Intelligence  in  consideration  of  its  tie  to  Fue  Support  and  Guard  training  needs. 
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THE  AAR 
Design  of  the  AAR 

AAR  of  vertical  BCST  should  be  very  similar  to  horizontal.  The  same  general 
principles  of  personal  participation  apply.  Challenges  arise  due  to  the  muldechelon  nature 
of  the  BOS.  This  will  influence  each  aspect  of  the  AAR.  For  example,  one  simple 
statement  of  the  commander's  intent  is  not  sufHcient  When  the  operation  in  question 
involves  Battalion,  Brigade,  and  Division,  all  three  commander’s  intents  regarding  both  the 
overall  unit  mission  or  missions  and  intents  for  the  employment  of  the  specific  BOS  in 
discussion  are  relevant  to  AAR  discussion.  This  aspect  is  particularly  important  in  joint 
and  combined  operations  when  different  priorities  at  the  strategic  or  operational  echelons 
may  have  significant  impact  on  employment  of  the  particular  BOS  at  the  tactical  echelon. 
For  example.  Air  Component  Commander  priorities  (Desert  Storm  Air  Tasking  Order 
[ATO])  could  severely  impact  the  availability  and  nature  of  air  support  considered  as  an 
important  part  of  Fire  Support  Inability  to  share  selected  tactical  intelligence  with  certain 
allies  could  have  major  impact  on  Intelligence  effectiveness.  Similarly,  the  OPFOR  should 
present  multiechelon  discussion  since  the  relative  priorities  may  differ  from  echelon  to 
echelon  within  the  OPFOR.  It  would  seem  at  a  minimum  that  the  AAR  would  have  to  be 
segmented  by  echelon.  That  raises  a  more  substantial  problem;  time  compression  or 
acceleration. 

Each  echelon  of  command  allocates  its  assets  on  a  different  time  schedule.  Real 
time  for  Field  Artillery  fire  planning  at  Division  would  be  insufficient  time  for 
representation  of  the  air  support  planning  cycle.  Yet  all  of  the  vertical  BOS  planning  and 
execution  activities  need  to  have  been  completed  and  analyzed  individually  and  interactively 
for  AAR  purposes  at  roughly  the  same  time.  In  vertical  BCST  a  major  decision  would 
seem  to  be  to  establish  the  primary  echelon  to  be  trained,  then  pace  the  simulation  tempo  of 
the  warfight  to  be  real  time  for  that  echelon.  For  example,  if  the  primary  focus  is  Fire 
Support  at  Brigade,  air  support  planning  would  be  accomplished  on  a  compressed  time 
schedule.  Dependent  on  the  BCST  training  objective-priority  of  echelon  and  particular 
BOS-Tables  and  AARs  may  run  on  different  clock  rates.  Simulation  must  be  designed 
with  sufficient  flexibility  to  accommodate  this.  The  determinant  should  be  what  is  best  to 
ensure  drat  the  desii-ed  training  occurs  to  standard  with  the  target  training  audience. 
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Task  Checklist  for  AAR  Design 

There  appear  to  be  voluminous  task  lists  for  the  functional  areas.  There  is  explicit 
proponent  responsibility  within  TRADOC  and  the  systems  acquisition  process  requires 
explicit  functional  definitions.  For  example,  in  fire  support  there  is  an  extensive  task  list  in 
the  "Red  Book"  of  fire  support  functions  prepared  for  AFATDS  development'^  The  Rre 
Support  Command,  Control,  and  Coordination  System  is  divided  into  5  operational 
categories,  then  27  functions,  then  420  tasks  and  subtasks.  Furthermore,  the  Field 
Artilleiy  School  states  that 

By  definition,  a  "functional  definition"  describes  activities  without  regard  to 
the  organizational  structure  that  supports  them.  The  underlying  assun^tion 
is  that  an  activity,  such  as  fire  supi^  planning,  requires  ^e  same  actions 
whether  performed  at  battalion  or  brigade  or  division.^ 

This  facilitates  the  vertical  BCST  task  selection  problem  considerably.  When  the  tasks 
expressed  in  the  ARTEP-MTP  for  the  supported  maneuver  organizations  (Company, 
Battalion,  Brigade,  Division  and  Corps)  are  added,  there  is  a  broad  array.  The  challenge 
then  is  one  of  narrowing  tasks  to  be  trained  in  the  AAR  to  those  required  by  the 
organization,  or  Capstone  contingency  troop  list 

Now  the  problem  becomes  more  difficult  Vertical  BCST  has  a  much  wider  range 
of  choice  than  does  horizontal.  Battalion  BCST  can  vary  all  of  the  elements  of  METT-T 
but  practical  choice  is  restricted  to  one  of  five  or  so  missions,  then  «^lection  of  appropriate 
friendly  and  OPFOR  support  Choice  in  vertical  BCST  is  much  broader  Is  the  primary 
focus  to  be  fire  support  at  Company,  Battalion  or  Brigade?  Which  additional  echelons  of 
"fire  supporters"  are  necessary?  Is  the  training  focused  on  fire  planning  or  fire  execution  or 
both?  (Offense  or  Defense?  Which  fire  support  means  are  to  be  trained:  Mortar,  Field 
Artillery,  Air  Support,  Naval  Gunfire,  Attack  Helicopter,  Battlefield  Obscuration,  or  Target 
Acquisition?  Is  the  training  model  a  single  maneuver  mission,  therefore  Plan,  Prepare,  and 
Execute  as  in  the  CTC  model  or  rather  multiple,  simultaneous  titissions  where  the  model 
should  be  Monitor,  Plan,  and  Direct  as  advocated  in  the  draft  FM  101-5?  Then  after  these 
design  considerations  have  been  considered  what  shall  be  the  specific  METT-T  of  the  Hte 
Support  Table? 

A  useful  general  methodology  has  been  proposed  by  the  Artillery  School: 


^  USAFAS  DQ),  Fire  Support  Functional  Definition,  Version  n.  Volume  1,  May  10, 1991. 
*  Ibid,.p.  6. 
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Dccide-Detect-Delivcr 


In  the  decide  phase,  targets  are  identified  for  engagement.  The  FSO,  S2, 
and  S3  decide  what  targets  to  look  for,  where  the  targets  can  be  found  on 
the  battlefield,  who  can  locate  those  targets,  and  how  the  targets  should  be 
attacked.  Together,  they  determine  the  assets  to  be  allocated  and  addidonal 
assets  available  and  identify  channels  needed  to  provide  information  on  a 
real-dme  basis. 


The  detect  phase  is  designed  to  execute  the  target  acquisidon  conducted  in 
the  decide  phase.  In  this  phase,  target  acquisidon  assets  are  tasked  to  find 
specihe  targets.  Characterisdes  and  si^atures  of  the  relevant  targets  are 
determined  and  then  conqiared  to  potential  attack  means  to  establish  specific 
sensor  requirements.  Sensors  are  focused  to  detect  the  funedons. 

The  deliver  phase  involves  selecting  the  right  attack  system  to  attack  specific 
Threat  funedons,  meedng  attack  guidance,  and  performing  postattack 
assessment  (if  required).  This  includes  both  lethal  and  nonlethal  attack 
systems.’ 

Note  that  the  methodology  can  be  used  both  horizontally  and  venically.  Tasks  desired  to 
be  trained  in  the  AAR  could  be  fitted  logically  into  this  frameworic  for  Hre  Support  BCST. 

The  major  problem  of  task  selecdon  appears  to  be  narrowing  of  a  very  broad  task 
list  consistent  with  the  training  needs  of  the  chain  of  command.  For  purposes  of  inidal 
vertical  BCST  development,  it  seems  preferable  to  draw  on  the  instructional  experience  of 
the  Armor  School  which  has  trained  fire  support  in  a  Fire  Coordination  Exercise  (FCX) 
using  subcaliber  devices  and  TES  (MILES)  since  1984.^’  The  Knox  FCX  trains  Company 
Team  Movement  to  Contact/Hasty  Attack,  Company  Team  Defense,  Battalion  Task  Force 
Deliberate  Attack,  and  Battalion  Task  Force  Defense.  The  FCX  task  list  and  associated 
AAR  could  be  expanded  as  required.  The  advantage  is  starting  from  a  known  and  accepted 
base. 


There  is  one  other  aspect  of  task  selection  for  the  AAR.  That  is  the  grouping  of  the 
tasks  reflecting  bodi  the  complexity  of  the  tasks  and  the  conditions  under  which  they  must 
be  performed.  Progression  from  the  less  to  more  complex  tasks  is  a  proven  training 
techruque.  Army  training  doctrine  calls  for  training  to  progress  from  "crawl"  to  "walk"  to 
"run."  This  seems  particularly  applicable  as  vertical  BCST  crosses  component 
jurisdictions.  Future  contingency  deployment  task  organizations  seem  certain  to  include  all 


’  Dqwtmrm  of  the  Army,  TC  6-71,  Fire  Support  Handbook  for  the  Maneuver  Commander,  November 
19M.  p.  41.  Various  planning  matrices  are  proposed  to  support  the  methodology.  Examples  are: 
High  I^-ofTTarget  Matrix,  Attack  Guidance  Matrix,  and  Hre  Support  Execution  Matrix. 

10  USAARMS,  PC  71-5,  Fire  Coordinarion  Exercise,  January  1985. 
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componcnts—Acdvc,  Guard,  and  Army  Reserve  within  most  Corps  "slices."  There  should 
be  a  "core  list"  of  basic  tasks  which  must  be  trained  to  standard  regardless  of  conqwnent  at 
each  vertical  echelon  to  enable  the  BOS.  These  could  be  considered  "crawl"  tasks. 

Then  there  are  tasks  associated  with  drawing  together  BOS  capabilities  across 
Services.  Proficiency  in  aggregating  joint  BOS  capabilities  is  increasingly  important  For 
Fire  Support,  noost  collateral  operations  are  joint-air  and  naval  support  are  integral  to  fire 
support  planning.  "Walk"  tasks  could  be  those  associated  with  joint  operations. 

Lastly,  it  seems  clear  that  U.S.  Forces  will  rarely  deploy  without  Allies.  Regional 
contingency  operaticxis  all  are  foreseen  as  combined  operations  with  allies,  either  traditional 
or  ad  hoc  allies.  Vertical  BCST  at  the  "run"  level  could  focus  on  application  of  the 
appropriate  BOS  in  combined  operations.  In  sum,  in  consideration  of  widely  varying 
conditions  which  can  govern  vertical  BCST  warfighting-reserves,  joint  and  combined~it 
may  be  prudent  to  group  tasks  and  training  exercises  responsive  to  these  differences. 

MOP/MOE  Development 

litis  does  not  appear  to  be  a  problem  for  the  BOS  other  than  Maneuver.  Man  ^uver 
unit  MOP  were  addressed  in  horizontal  BCST.  Ere  Support  and  to  lesser  degiee  the  other 
BOS,  have  explicit  performance  requirements  built  into  the  ARTEP/MTP.  Either  the  ‘ire  is 
on  taif  et  when  required  or  it  is  not  The  functional  capability  performs  its  assigned  task  to 
standard  or  it  does  not  TES  (both  virtual  and  constructive  simulation)  permit  high 
resolution  analysis  of  battlefield  actions.  Evaluation  can  be  heavily  performance-based. 
This  performance-basing  can  extend  to  individual  and  small  teams  by  direct  comparison 
between  "a  way"  the  vertical  table  is  executed  in  a  doctrinally  correct,  successful  manner 
and  "your  way"  of  execution.  OE  assessment  of  organizational  competence  is  valid 
vertically  as  well  as  horizontally  once  the  relevant  BOS  "teams "  are  identified. 

To  get  started  on  Ere  Support,  use  MOP/MOE  developed  by  the  Armor  School  for 
the  PCX  with  additions  which  may  be  desired  by  the  Proponent  for  development  purposes. 

AAR  Training  Support 

Use  the  same  training  support  required  for  Battalion  BCST  both  at  Fort  Knox  and 
as  exported  to  the  Mobile  SIMNETs.  Additional  IFOR  (Intelligent  Forces)  capability  may 
be  required  to  represent  Battlefield  Observation  and  Target  Acquisition.  Datalogger 
modification  may  be  required  to  represent  higher  echelon  (Brigade  and  Division)  fire 
support  execution. 
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Objective  AAR 

Initially  design  the  Fire  Support  BCST  AAR  to  duplicate  the  current  Armor  School 
AAR  for  the  Fire  Q>ordination  Exercise.  Then  with  experience,  expand  to  Brigade  and 
incorporate  additional  fire  support  means  such  as  laser-guidance  and  Qose  Air  Support 
which  were  not  possible  with  TES  (MILES)  but  which  are  enabled  by  TES  (SIMNET). 

BCST  TABLES 

Deflne  Table  Training  Scenarios 

The  basic  radonale  for  Tables  has  been  discussed  in  the  context  of  horizontal  small 
unit  training  and  in  horizontal  BCST.  Existing  AFV  Combat  Tables  have  been  extended  to 
Comtnned  Arms  Tactical  Tables  (Company  Team  and  Battalion  Task  Force).  The  training 
strategy  and  training  development  logic  of  strucnired  exercises  with  "ftozen"  initial  METT- 
T  permitting  "A  Way""execution  by  a  highly  competent  unit-compared  with  "Your 
Way"— execution  by  the  unit  in  training— all  conducted  by  immersion  in  virtual  or 
constructive  simulation  is  applicable  to  vertical  BCST.  The  challenge  is  to  develop  the 
structured  training  exercises  (Tables)  which  will  cause  the  desired  training  to  occur  in 
highly  training-effective  AARs. 

The  rationale  supporting  three  levels  of  complexity  of  Tables  in  horizontal  BCST 
applies  equally  to  vertical  BCST.  Coordination,  Tactical  Actions,  and  Reaction  Tables  are 
pressed  for  all  of  the  BOS  other  than  Maneuver  which  is  incorporated  automatically  in  the 
horizontal  and  other  vertical  BCST  Tables.^* 

The  Coordination  Tables  would  review  common  understanding  of  basic  vertical 
BOS  responsibilities.  To  facilitate  leanung,  full  BOS  capalnlity  would  be  represented  with 
minimum  OPFOR  and  a  very  deliberate  sequential  phasing  of  requirements.  Basic  Army 
capabilities  would  be  used.  Essentially,  these  are  the  "crawl"  "Dick  and  Jane"  exercises 
requiring  proficient  use  of  "bread  and  butter"  BOS  capabilities. 

Tactical  Actions  Tables  are  more  challenging.  They  nx>ve  into  more  complex  multi- 
BOS  collateral  operations  usually  involving  detailed  joint  coordination.  While  there  is  no 
degrade  to  fnendiy  BOS  capability  at  least  initially,  the  OPFOR  would  be  highly  competent 


^  ^  While  the  focus  here  is  on  the  development  of  Tables,  recall  that  the  purpose  of  the  Table  is  to  support 
the  battle  command/stafT  training  occuirLig  primarily  in  the  AAR.  The  Table  structure  proposed 
should  support  AAR  training  across  the  broad  range  of  tasks  included  in  vertical  extension  of  the 
BOSS. 
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and  very  aggressive,  "fighting  to  win."  There  would  be  a  "full  court  press"  on  the  BOS  at 
every  echelon  simultaneously. 

The  most  dlfHcuIt  exercises  are  the  Reaction  Tables;  they  present  intense, 
demanding  situadons  requiring  timely  BOS  employment  in  muld-BOS  collateral  operations 
usually  in  contingency  operations  supporting  and  in  turn  being  supported  by  allies  of 
greatly  varying  capabilities.  Some  BOS  capabilities  are  degraded;  the  OPFOR  is  capable 
and  aggressive.  These  are  the  "PhD"  level  Tables.  For  a  graphical  representation  of  these 
tables,  see  Enclosure  2.  At  Enclosure  3,  broad  guidance  for  the  design  of  Tactical  Tables* 
Hie  Support  is  suggested.  At  each  of  the  levels  (Coordination,  Tactical  Actions,  and 
Reaction)  there  is  a  different  fire  suppon  requirement  presented.  To  further  clarify  the 
intent,  proposed  vertical  Tables  are  levered  .'rom  horizontal  BCST  Tables  proposed  earlier 
in  the  discussion  of  horizontal  BCST.  At  the  Coordination  level  of  complexity  for  vertical 
fire  supi^  BCST,  horizontal  BCST  Table  5:  Planning  a  Bn  Task  Force  Deliberate 
Defense  is  drawn  upon  to  provide  the  basic  tactical  situation.  The  result  is  Coordination 
Table:  Fire  Support  Planning.  See  Tab  a  to  Enclosure  3.  Horizontal  Table  7  provides  the 
tactical  backdrop  for  another  Coordination  Table:  Fire  Support  Execution.  Tab  a.  The 
same  application  of  proposed  horizontal  BCST  suits  Tactical  Actions  Tables.  At  Tab  b  to 
Enclosure  3  is  a  possible  Tactical  Action  Table:  Fire  Support  (Planning  and  Execution). 
Other  dirm  applications  of  horizontal  BCST  Tables  seem  certain.  This  should  reduce  the 
manpowCT  and  fund  cost  of  creating  the  necessary  documentation  for  the  vertical  BCST. 

i 

Tables  for  the  Proof  of  Principle 

Creation  of  the  Fire  Coordination  Exercise  prescribed  in  TC  71-5  as  a  prototype 
Hre  Support  BCST  Table  provides  an  initial  vertical  table  for  training  development  at 
minimum  cost 

Setting  the  Context 

Provided  by  the  ArmOT  School  for  the  existing  fire  support  exercise.  Context¬ 
setting  becomes  a  complex  problem  as  vertical  BCST  extends  across  all  the  BOS  and 
within  the  BOS  from  individual  tactical  entity  (GSR  or  ADA  Platoon)  to  Echelons  Above 
Corps  as  seems  likely  in  the  Louisiana  Maneuvers  joint  exercises.  Requirements  should  be 
similar  to  those  recommended  for  horizontal  BCST.  Initially  it  may  be  useful  to  develop 
one  all-purpose  Corps  echelon  war  fighting  scenario  which  serves  as  the  backdrop  for  all 
vertical  BCST,  at  least  at  the  Coordination  level  of  complexity.  An  updated  TRADCXT 
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Common  Teaching  Scenario  could  be  translated  to  virtual  and  constructive  simulation  to 
serve  as  the  BCST  developmental  baseline. 

Table  Training  Support 

Requirements  to  be  provided  by  the  Armor  School  for  PCX  conversion.  Further 
requirements  would  depend  on  the  development  path  selected. 

PREPARATION  TO  CONDUCT  THE  TABLE  TRAINING 

Command  Pretrain 

Command  preirain  will  be  a  substantial  problem  but  not  for  obvious  reasons.  The 
challenge  is  not  to  train  the  unit  chain  of  command  in  vertical  BOS  themselves.  Rather  it  is 
to  convince  the  various  tacdcal  unit  commanders  that  vertical  BOS  competency  of  their 
staffs  at  all  echelons  is  sufficiendy  important  to  successful  warfighdng  that  the  appropnate 
staff  officers  and  noncommissioned  officers  are  made  available  for  verdcal  training  at  dmes 
convenient  to  assembling  the  verdcal  BOS  personncl-physically  or  by  Wide  Area 
Network.  Vertical  BCST  may  not  seem  particularly  important  to  horizontal  unit 
commanders  who  have  numerous  competing  peacetime  requirements  for  their  staffs.  Inter 
alia,  die  competing  requirement  for  horizontal  BCST  itself  competes  directly  for  staff  time 
too. 

The  problem  is  more  than  releasing  the  personnel  for  BOS  training,  however 
begrudging.  It  is  also  a  challenge  of  creating  a  vertical  BOS  group  identity.  The  planners 
and  executers  of  a  particular  BOS  in  a  contingency  troop  list  need  to  bond  as  a  team.^^ 
Several  types  of  support  are  required  for  that  They  need  the  command  support  mentioned 
above.  In  addition  they  need  appropriate  training  support-the  vertical  Tables  supporting 
training-elective  AARs.  They  need  the  technical  suppon  which  provides  interesting, 
effective,  and  efficient  distributed  immersion  training.  That  is  the  immediate  training  and 
technical  development  challenge  of  BCST  accepted  by  DARPA  and  NGB,  in  fact  the  Total 
Force.  The  longer  term  answer  rests  with  the  TRADOC  Proponent  who  is  responsible  to 
the  Army  leadership  for  the  doctrine,  organization,  equipment,  training,  and  personnel  of 
the  particular  BOS.  The  responsible  proponent  must  be  an  articulate  and  powerful 
spokesman  of  the  BOS  if  vertical  BCST  is  to  occur  in  busy  units.  Vertical  BCST  Tables 


This  is,  of  course,  not  a  new  problem.  FORSCOM  initiated  Capstone  (contingency  organizational 
structure)  over  a  decade  ago  to  encourage  vertical  staff  planning. 
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and  Modules  provide  an  unprecedented  opportunity  for  Proponents  to  support  and  ensure 
training  and  evaluation  to  standard. 

Resident  Training  Detachment  (RTD)/Readiness  Groups  (RG), 

OC  and  OE  Pretrain 

This  too  should  be  a  major  concern  of  the  Proponent  RTD  and  OC  personnel  are 
generally  trained  and  assigned  by  BOS  reflecting  the  BOS  orientation  of  doctrine, 
personnel  assignment  and  increasingly  the  evaluation  process  at  the  Combat  Training 
Centers.  While  the  overall  charge  to  RTD  and  OC  is  to  improve  unit  proficiency,  day-to- 
day  execution  tends  to  be  by  BOS.  As  the  Proponent  prepares  individuals  for  RTD  or  OC 
duty,  they  can  provide  BOS  training  in  greater  depth  appropriate  to  the  AAR  requirements 
of  the  vertical  BCST  Tables.  OE  prepared  for  suppon  of  horizontal  BCST  should  require 
no  unusual  preparation  for  vertical  BCST,  although  new  vertical  skills  will  have  to  be 
trained. 

SUPPORTING  INDIVIDUAL  AND  SMALL  GROUP  TRAINING 
Individual  Staff  Officer 

Vertical  preparation  of  staff  officers  is  a  substantial  problem  across  the  Total  Force. 
Lack  of  formal  institutional  training  before  or  at  the  Officers  Advanced  Course  combines 
with  significant  staff  officer  turbulence  and  turnover  to  create  the  problem  at  Battalion 
echelon.^3  Vertical  BCST  should  specifically  address  this  problem.  First  and  foremost, 
the  vertical  Table  and  derivative  Modules  establish  explicit,  replicable  tasks,  conditions  and 
standards  for  training  and  evaluation  of  staff  officer  performance  in  appropriate  BOS.  In 
addition,  as  the  Proponent  develops  the  AAR,  the  vertical  Table  and  Modules  to  include 
"A  Way"  and  the  context  material  particularly  at  Battalion  and  Brigade  echelons,  all  of  the 
training  suppon  material  necessary  for  staff  officer  training  has  been  created.  Furthermore, 
tire  training  can  be  packaged  to  be  single  echelon  or  preferably  multiechelon  so  that  the  staff 
officer  is  trained  in  the  capabilities  and  limitations  of  BOS  staff  responsibilities  one  or  two 
echelons  higher  and  lower.  Whether  staff  officer  training  is  to  be  conducted  in  the 
institution  (resident  or  exported)  or  in  the  unit,  the  Module  media  can  be  modified  readily. 


This  problem  has  been  documented  well  in  an  ARI  Report  Thompson,  Thomas  J.,  George  D. 
Thompson,  Robert  J.  Pleban,  and  Patrick  J.  Valentine,  Battle  Stc^  Training  and  Synchronization  in 
Light  Infantry  Battalions  and  Task  Forces,  ARI.  Fl  Benning,  September  1991. 
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Initially,  TV  or  CD-ROM  based  training  Modules  can  be  extracted  from  the  vertical  table. 

Later,  distributed  virtual  simulation  should  be  available  in  the  Armory  if  not  home. 

( 

Staff  Team 

As  discussed  above,  the  training  challenge  here  is  to  create  a  traiiting  environment 
such  that  the  key  individuals  can  interact  as  a  team  vertically  across  two  or  three  echelons  ^ 

sufficiently  often  for  small  team  cohesion  to  develop.  This  seems  much  more  a  problem  in 
effective  distributed  traiiung  to  standard  than  it  is  one  of  designing  an  appropriate  training 
strategy  and  training  support  The  conceptual  training  response  is  to  group  the  team  tasks 
into  vertical  team-building  exercises  based  on  table  vignettes.  The  exercises  can  be  ^ 

structured  to  require  each  staff  officer  to  coordinate  with  his  or  her  BOS  peer,  higher  or 
lower,  all  with  appropriate  AAR  to  support  effective  training.  Immersion  in  the  vertical 
tables  witfi  the  AAR  of  "A  Way"  highly  competent  similar  vertical  staff  teams  have  solved 
tiie  BOS  coordination  problems  and  should  cause  effective  and  efficient  training  to  occur.  ^ 

But  the  traiiung  package  itself  is  not  the  most  substantial  problem.  How  to  cause 
this  to  happen  routinely  when  the  Battalion  S4  is  in  one  town,  the  Brigade  S4  and  the 
Brigade  Headquarters  are  located  400  miles  from  Battalion,  and  the  Division  G4  and 
DISCOM  Commanders  are  in  an  adjacent  state?  The  answer  here,  as  in  individual  training,  i 

is  in  distributed  simulation  sufficiently  low  cost  to  permit  individual  staff  officer  use  at 
home  conparable  to  cable  televison  today.  That  is  a  substantial  challenge  in  vertical  BCST 
development 


Enclosures 

1  "Vertical"  Synchronization 

2  "Vertical"  Tables 

3  Tactical  Tables-Fire  Support 

Tab  a  Creating  BCST  Tables  (Horizontal  and  Vertical-Defense) 
Tab  b  Creating  BCST  Tables  (Horizontal  and  Vertical-Attack) 
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Enclosure  i,  Appendix  1^.  "Verticar  Synchronization* 


andeee  OROESTRATES  and*** 
Hypothesis:  Execution  of  Airland  battle  requires  development 
of  highly  effective  “orchestrators^  or  "BATTLE  TEAMS"  for  each 
Functional  Mission  Area/BOS  up  the  tactical  chain  of  command 
from  the  smallest  to  the  highest  relevent  tactical  echelon, 
normally  Corps 
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Enclosure  3,  Appendix  1.2.  Tactical  Tables~Fire  Support 


Coordination  Tabies 

Coordination  Tasks:  Fire  Suisoort 

•  Plan  Fire  Support  of  a  Bn  TF  deliberate 
defense  (Proposed  Bn  Table  5)  Fire 
Support  available  includes  Mortar  and 
ReW  Artillery  HE. 

•  As  above,  Rre  Support  expanded  to 
include  CLGP  (Copperhead),  DPICM, 
FASCAM  and  Attack  Helicopters.  Plan 
counter-  preparation  ;  Arty  Bde  GSR. 

•  Execute  FS  Plan  above  (Proposed  Bn 
Table  7)  shift  FS  priorities  at  Bde  or  Div 
during  defense 


IXUSTRMTVE  EXAMPLES  OF  TASKS 
ACTUAL  TABLES  CONSTRUCTED  BY 
PROPONENT  FROM  ARTEP-MTP 
DRAWING  ON  HORIZONTAL  TABLES 
AS  APPROPRIATE 


Reaction  Tabies 

Reaction  Tasks:  Rre  Support 

•  Plan,  Monitor  and  Direct  Fire  Support  Bde  TF 
Hasty  Attack  then  Hasty  Defense  (Proposed 
Bn  Table  IB  extended  to  Bde)  on  Division 
boundary  with  regional  ally. 

Maneuver  Bde  directed  to  'supporT  ally. 
•Situation  above,  now  Plan,  Prepare  and 
Execute  Rre  Support  of  the  Ally  by  an  Arty 
Bde  with  priority  for  CAS,  JAAT  and  NGF. 

•  Execute  proposed  Bn  Table  3  at  reduced  CSR, 
at  70%  strength  of  personnel  and  equipment 
and  with  OPFOR  at  2  to  1  superiority  in  Rre 
Support  units. 


Table*  executed  ‘crawl .walk,run*  to  increasingly 
oomplax  task*  and  challenging  condition*. 

BOS  team*  provided  normal  command/staff 
support  unless  indicated  otherwise. 
*Automated*ootlation  of  AAR  info  for  desired 
MOE  lor  each  BOS  at  each  echeion.  Other  BOS 
Manned,  SAFOR  or  IFOR  per  training  required. 
OC  or  OE  requirBntents  responsive  to  command 
modif<eatlons  required  by  unit  distribution. 
Predetermined  METT-T  to  ensure  spedfic 
MOE/MOF  fortraining/evaluationinthe  AAR. 


Tactical  ActionsTables 

Tactical  Actions  Tasks:  Fire  Support 

Direct  and  Plan  Rre  Support  for  Bn  TF 
Hasty  Defense  then  Delay.  (Proposed 
Bn  Table  3)  Rre  Support  includes  Div 
countertire  employing  Reid 
Artillery  (MLRS)  and  NGF,  immediate 
JAAT  of  Regimental  size  EA  and  JSEAD 
for  immediate  CAS 
Plan,  Monitor  and  Direct  Fire  Support 
Bn  TF  Hasty  Attack  then  Hasty  Defense 
(Proposed  Bn  Table  1A).  Hasty  Attack 
includes  a  preparation,neutralization 
and  obscuration  fires. 

As  above,  integrate  noniethal  -  EW 


Tables  indude  Fire  Support  Plarming  and  Rre 
Suppon  Execution  tasks  as  defined  In  USFAS 
‘Red  Book*.  Tasks  are  focused  at  Bn.  Bde  and 
Div  echelons. 

In  each  of  these  situations,  muttiechelon  Rre 
Support  command  and  staff  personnel  are 
assembled  from  Company  FIST  to  Corps  Artillery 
to  ensure  that  vertical  ‘teaming*  .vithin  the  Rie 
Support  BOS  of  the  contingency  force  package 
occurs. 

Other  BOS  Tables  would  be  developed  using 
simBar  methodology. 
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Enelosur*  3,  Tab  a,  Appendix  1.2.  Creating  BCST  Tabies  (Horizontal  and  Vertical) 


Methodology:  "Fight"  a  Battalion  Task  Force  Deliberate  Defense  through  Planning, 
PreiMration  and  Execution  to  create  "a  way"  then  expand 
unK-oriented  (Bn)  horizontal  tables  (5&7)  to  vertical  tables  to  train 
the  BOS  (Fire  Support  In  example) 


THE"FLOW"  OF  BATTLE 

Dayl  0600 _ 1000  1400  1800  2200  0200  0600 

Day  2  0600  ^  1000  1400  1800  2200  0200  0600 


Dayl  6“  “7 


TABLE  5 

f 

COORDINATION 

TABLE 

RRE  SUPPORT 
•PLANNING 


Snapshots  of  Battle  Proposed  as  Bn  and  FS  Tables 

Planning:  Analysis, integratton  and  Ord 
Day  1  Brigade  Defense  Order  received  at  0600,  Bn  Cmdr's  Initial  Guidance 
at  0800.BCST  Requirement:  Command  and  Staff  Planning  for  Bn  Deliberate 
Defense.  Table  Duration:  120  minutes  real  time  commencing  0800. 
Tlaining/Evaluatlon:  Staff  Performance  in  execution  of  Combined  Arms 
Battle  Tasks  to  Standard  in  Table  Snapshot  compared  to  same  Tasks 
recorded  in  *A  Way’ to  identicai  METT>T. 

Extend  Proposed  Table  5  to  plan  tfie  Fire  Support  including  Mortar,  Reid 
Artillery,  Copperhead,  DPICM,  FASCAM,  and  Attack  Helicopters. 

Planning  from  Co  FIST  to  OlVARTY  FSE.  Training/Evaluation:  Staff 
Performance  in  execution  of  Combined  Arms  Battle  Tasks  to  Standard  in 
Table  Snapshot  compared  to  same  Tasks  recorded  in  *A  Way*  to  identical 
METT-T. 


TABLE  7 

r 

COORDINATION 

TABLE 

FIRE  SUPPORT 
EXECUTION 


Execution:  Movement,  Maneuver  and  Objective 
Day  2  Deliberate  Defense.  BCST  Requirement:  Conduct  of  Deliberate 
Defense.  Table  Duration:  30  minutes  real  time  commencing  1030.  (Battle 
Handoff  1000).  Training/Evaiuatlon:  Staff  Performance  in  execution  of 
Combined  Arms  Battle  Tasks  to  Standard  in  Table  Snapshot  compared  to 
same  Tasks  recorded  in  *A  Way*  to  identical  METT-T. 

Extend  Proposed  Table  7  to  execute  tfre  Rre  Support  from  Co  RST  to 
DIVARTYFSE.  TrsiningyEvaluation:  Fire  Support ’Battle  Team* 
performance  in  execution  of  Rre  Support  Tasks  to  Standard  in  Table 
Snapshot  compared  to  same  Tasks  recorded  in  'A  Way*  to  identical 
METT-T. 
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Enclosure  3,  Tab  b,  Appendix  1.2.  Creating  BCST  Tables  (Horizontal  and  Vertical) 


Methodology:  "Fight”  multiple,  overlapping  Bn  TF  missions  which  require  simultaneous 
Planning,  Monitoring  and  DIrocting.  METT*T  varied  to  increase  the  difficult 
of  the  BCST  challenge.  Create  "a  way"  then  expand  unit-oriented  (Bn) 
horizontal  tables  (1&1  A)  to  vertical  tables  to  train  the  BOS  (Rre  Support  at 
Tactical  Actions  level  in  example). 


THE"FLOW"  OF  BATTLE  -  Increasing  Enemy 


Continuing 
Hasty 
Attack 

0800  0900 

iFragOrd 


1000 


Hasty 

Defense 

1100 


1200 


A  Frag  C 

fHasty 


Dal 


1300 


Delay 


1400 


Frag  Ord 
lelay 


Snapshots  of  Battle  Proposed  as  Bn  and  FS  Tables 


TABLE  1 

(Basic  Coordination) 


TABLE  1 A 

(Tactical  Actions) 


♦ 


TACTICAL  ACTIONS 
TABLE 

RRE  SUPPORT 
(PLANNING  & 
EXECUTION) 


Hasty  Attack  underway,  increasing  resistance.  FRAGO  change  of 
mission  to  Hasty  Defense  effective  at  1030  received  at  0900. 

Commander's  initial  guidance  provided.  BCST  Requirement  (Horizontal): 
Planning  for  Hasty  Defense  while  Monitoring  continuing  Hasty  Attack. 

Table  Duration:  60  minutes  real  time  commencing  0900.  Training/ 
Evaluation:  Unit  performance  in  designated  Measures  of  Performance 
in  Table  Snapshot  compared  to  same  MOP  recorded  in  'a  way*  to  identical 
METT-T  (from  CTC?). 

Hasty  Attack  underway,  significant  increase  in  unanticipated  resistance. 
FRAGO  change  of  mission  to  Hasty  Defense  effective  at  1000  received  at 
0900.  BCST  Requirement  (Horizontal):  Bn  TF  Planning  for  Hasty 
Defense  while  Monitoring  continuing  unsuccessful  Hasty  Attack.  Table 
duration  60  minutes  real  time  commencing  0900.  Training/Evaluation: 
Unit  performance  in  designated  Measures  of  Performance  collected  by 
Tactical  Engagement  Simulation  and  Manual  Data  Collection. 


BCST  Requirement  (Vertical)£xtend  Proposed  Table  1 A  to  execute  the 
Fire  Support  from  Co  FIST  to  DIVARTY  FSE.  Training/Evaluation:  Fire 
Support  ’Battle  Team*  performance  in  execution  of  Fire  Support  Tasks  to 
Standard  in  Table  Snapshot  compared  to  same  Tasks  recorded  in  ‘A  Way* 
to  identical  METT-T. 

NOTE:  FS  in  example,  could  be  Intel,  CSS,  ADA,  etc. 
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CONCEPTUAL  INNOVATIONS  IN  BATTLE 
COMMAND/STAFF  TRAINING  (BCST) 
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APPENDIX  1.3 

CONCEPTUAL  INNOVATIONS  IN  BATTLE 
COMMAND/STAFF  TRAINING  (BCST) 

Several  new  concepts  have  been  directed  at  the  challenge  of  distributed  BCST  for 
die  Total  Force.  They  arc: 

BCST  =  TASK  MASTERY  +  EFFECTIVE  STAFF  TEAMS 

BCST  focuses  on  training  commanders  and  staffs  in  two  major  areas.  The  first  is 
command  and  staff  mastery  of  the  individual  and  collective  tasks  prescribed  by  Battlefield 
Operating  System  by  the  TRADOC  doctrinal  proponents.  Sti^Task  Proficiency  must  be 
developed  both  by  individual  staff  officers  and  by  small  staff  teams.  These  tasks  arc 
trained  and  evaluated  by  Obsen'er/Controllers.  The  second  component  of  BCST  is  Battle 
Staff  Effectiveness-itidwidml  and  team  mastery  of  the  processes  of  Organizational 
Con^tence  and  Batde  Staff  Integration.  These  skills  arc  trained  by  the  chain  of  command 
with  support  and  evaluation  provided  by  0/Cs  trained  in  Organizational  Effectiveness  skills 
(OEs). 

PERFORMANCE-BASED  STAFF  TRAINING 

New  TES  (virtual,  constructive  and  subsistent  simulation)  permits  redesign  of 
Batt^ion/Brigade  echelon  command  staff  training  to  focus  on  performance  (i.e., 
measurable  warfighting  outcomes,  of  staff  actions)  rather  than  mastery  of  the  process  of 
staff  actions  which  has  been  the  traditional  approach.  Effective,  efficient  staff  process  is 
important  but  it  is  not  the  objective  of  staff  proficiency.  The  criterion  of  merit  of  command 
steff  performance  is  integrating  BOS  to  achieve  warfighting  success  consistent  with  the 
intent  of  the  chain  cf  battle  command.  BCST  trains  by  repeated  command  staff  immersion 
in  battl|  and  effective  AARs.  Process  complements  performance  as  it  must  in  battle. 

ALB  Mandates  Both  Horizontal  and  Vertical  Staff  Training 

To  execute  Airland  Battle  doctrine,  BCST  must  address  both  horizontal  (unit)  and 
vertical  (battle  functions)  staff  actions.  Horizontal  BCST  prepares  the  command  staff  team 
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to  focus  the  seven  BOS  to  battle  purpose  at  Battalion  or  Brigade.  Vertical  BCST  integrates 
each  BOS  (Maneuver,  Fire  Support,  Intelligence,  Command  and  Control,  Air  Defense, 
Mobility.  Countermobility,  Survivability,  and  Combat  Service  Suppon)  from  the  lo'vest  to 
the  highest  echelon  of  command. 

Immersion  in  Battle  Enables  Intensification  of  Training 

Intensification  of  the  BCST  training  process  for  RC  use  requires  immersion  of  the 
individual  or  unit  in  batde  situations  by  the  use  of  new  training  techniques  such  as  "instant 
replay"  and  "fast  forward"  enabled  particularly  by  simulation.  The  result  is  significant 
compression  in  the  time  required  to  train  staffs  to  standard. 

Distributed  Training  to  Standard  Through  Table  Training  Exercises  and 
Tailoring  Training  to  Competence  Level  Desired 

Tables,  replicable  vignettes  from  Battalion  or  Brigade  "days  of  battle"  in  TES,  are 
established  as  a  unifonn  training  technique  which  permits  BCST  to  standards  established 
by  the  doctrinal  proponent  Combined  with  thoughtful  AARs  by  competent  OCs,  Table 
exercises  permit  distributed  quality  BCST  to  standard. 

Train  by  Direct  Comparison  to  Performance  to  Standard 

BCST  employing  TES  trains  by  exposing  unit  command  and  stafr*  (horizontal)  or 
Battlefreld  Operating  System  (vertical)  staff  performance  to  "a  way"-'highly  competent 
execution  of  tactical  missions-compared  in  detail  to  "your  way,"  execution  of  the  same 
mission  to  die  same  METT-T  (Table)  by  the  unit  or  BOS  undergoing  BCST  training. 

BCST»a  Total  Individual  and  Collective  Training  Package  for  Institution 
and  Unit 

BCST  for  RC  provides  for  not  only  the  mission  training  of  the  unit  or  functional 
BOS  staff  but  also  for  the  institutional  or  unit  training  of  the  individual  staff  officers  and 
staff  teams  to  prepare  them  for  operational  mission  readiness  in  tactical  units.  Total 
immersion  in  battle  vignettes  enables  comprehensive  training  programs  for  institutional  and 
unit  training  programs. 


o 


PRACTICAL  APPLICATION  OF  CONCEPTUAL  INNOVATION 

Concepts  gain  understanding  when  they  are  related  to  daily  operational 
environments.  Relating  concept  to  practical  application  seems  particularly  necessaiy  with 
BCST.  Practical  outcomes  are  hard  to  visualize  when  the  several  conceptual  innovations 
described  above  are  combined.  To  ease  visualization,  assume  that  all  the  training  and 
technology  development  proposed  in  this  Paper  has  occurred  successfully.  The  Guard 
force  is  executing  the  new  strategy  and  training  programs.  Let  us  visit  a  typical  Armor 
Battalion  training  BCST. 

4-123  Armor  faced  a  tough  training  challenge  this  year.  They  have  upgunned  to 
Abrams  and  Bradleys  during  the  past  three  years.  The  training  focus  has  been  on  NETT  of 
the  new  equipment  leading  to  Platoon  level  gunnery  and  tactical  training.  Drawing  heavily 
or  use  of  TES  particularly  MILES  and  STMNET  in  structured  exercises,  they  are  now 
considering  Company-level  training  and  gening  back  to  training  of  the  Battalion  staff.  Of 
course,  there  are  very  tough  challenges  in  sustaining  their  necessary  "Bold  Shift" 
proficiency,  but  these  challenges  are  manageable  this  year  because  the  Battalion  is  taking 
advantage  of  the  new  intensive  Tank  Combat  training.^ 

Battalion  staff  training  seemed  a  particularly  difficult  challenge  this  year.  Last  year, 
the  staff  conducted  an  ARTBASS  exercise  with  support  from  the  Readiness  Croup,  but  the 
trairung  focused  more  on  the  staff  planning  process  than  on  preparation  and  execution.  It 
did  not  seem  to  have  helped  much  when  the  battalion  came  on  state  duty  to  handle 
unexpected  problems  of  coordination  within  and  between  several  counties  when  the 
hurricane  hit  The  staff  just  did  not  oi>erate  very  smoothly.  Then  the  S4  was  promoted  and 
went  to  Brigade  and  the  S3  got  a  job  transfer  out  of  state  so  there  was  a  new  staff. 

Then,  staff  training  really  came  to  the  front  burner  when  Brigade  announced  that 
State  had  entered  all  the  maneuver  battalions  in  the  "voluntary"  BCST  Stakes  created  by 
CINCFOR  to  encourage  Total  Force  command  staff  proficiency  for  contingency 
operati  .ns.  Standard  BCST  Tables  drawing  on  CTC  Lessons  Learned  had  been  created  in 
distributed  virtual  simulation.  Each  battalion  would  receive  the  same  (identical  METT-T) 
Context,  "a  way"  Table,  and  "a  way"  AAR.  The  challenge  was  to  execute  "your  way" 

^  For  a  discussion  of  this  aspect  of  intensined  training,  see  Enclosure  C,  Structured  Training,  ”A 
Simulation-Based  Intensified  Training  Readiness  Strategy  For  Tlie  Reserve  Component”  IDA  Paper 
P-261 1,  December  1991,  pp.  C-13-15.  An  objective  typical  MUTA  4  uaining  at  an  Armory  and  WET 
site  b  described.  The  focus  is  AFV  and  Platoon-level  training  with  a  Banalion-level  Fire  Coordination 
Exercise  on  Sunday.  Assume  that  this  lower  echelon  training  also  occurs  in  4-123  Armor. 
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satisfactorily.  There  were  no  secrets,  the  challenge  was  to  be  able  to  demonstrate  not  only 
effective  staff  planning  but  also  solid  perfonnance-"your  way"  compared  to  the  "a  way" 
demonstrated  by  a  solid  unit  at  the  CTC  Although  these  Stakes  had  appeared  several 
months  ago  to  be  more  "help '  than  4-123  Armor  could  stand,  the  BCST  training  conducted 
during  the  past  several  months  has  made  all  very  confident  With  the  Stakes  only  three 
weeks  away.  4-123  feels  ready.  So  much  so  that  they  have  just  staned  into  Stake  Table 
Context  iVeparadon  with  the  individual  staff  officers  and  small  staff  teams.  What  had  they 
done  earlier  to  make  them  so  confident  now? 

First  and  foremost,  when  laid  out  their  training  plan  last  year,  they  took  the 
FM  25-101  planning  sequence  ve^y  seriously.  They  organized  their  long-range,  short- 
range,  and  near-term  training  plans.  The  commander  decided  that  their  BCST  Table 
training  objective  would  be  successful  "your  way"  execution  of  the  mission  Deliberate 
Defense,  planning,  preparation  and  execution  phases.^  (Three  Tables:  Deliberate  Defense, 
Planning;  Deliberate  Defense.  Preparation;  Deliberate  Defense,  Execution).  While  all 
immediately  locked  forward  to  the  MUTA  4  when  the  three  Tables  would  be  executed,  the 
commander  wisely  focused  initially  on  Context  Preparation.  He  wanted  to  be  certain  that 
the  individual  staff  officers,  particularly  but  not  exclusively  the  new  S4  and  S3,  knew  their 
jobs.  Fortunately,  all  this  trairung  had  been  designed  for  distributed  execution-at  home  or 
work  site-so  execution  of  the  plan  was  not  tied  to  negotiating  Additional  Training 
Assemblies. 

CONTEXT  PREPARATION 

Each  of  the  staff  officers  received  a  combination  paper  and  TV  cassette-based 
diagnostic  assessment  of  their  knowledge  of  the  general  responsibilities  of  their  staff 
position  and  those  responsibilities  associated  with  a  deliberate  defense  mission.^ 
The  diagnostic  assessment  resulted  in  a  recommended  individualized  training  program 
covering  Staff  Task  Proficiency  in  three  general  areas:  general  S-  staff  officer  tasks, 
S-  responsibilities  in  Deliberate  Defense  and  performance  of  the  actual  "a  way"  imit  S-  to 
the  instant  of  initiation  of  the  Table.  While  the  majority  of  this  officer  training  was 
designed  to  be  self  paced,  "mentors"  from  the  Readiness  Group  or  Resident  Training 


2  The  alternative  in  basic  BCST  Tables  dcx:umented  with  full  multi  media  training  support  is  deliberate 
attack.  Other  BCST  training  draws  on  the  basic  Tables  by  *What  IT  variations  in  the  fro^  METT-T 
of  the  Tables-efTectively  converting  the  Tables  into  STXs. 

3  This  example  draws  on  current  technology.  The  fielded  future  program  would  add  virtual  or 
constructive  simulation  distributed  to  home  <x  work  site 
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Detachments  were  available  by  telephone  or  E  Mail  or  in  person  to  conduct  "off  line" 
coaching.  Similar  help  was  available  for  the  commander  in  executing  his  tactical 
responsibilities.  Each  Guard  Battalion  monitors  this  Context  Preparation  differently. 
Commander  4-123  opted  to  have  the  Battalion  XO  check  the  S4  and  S3  out  on  their 
execution  of  the  self  paced  program. 

Basically  the  same  individualized  training  was  provided  to  the  small  staff  teams. 
Now  the  Staff  Task  Proficiency  focused  on  team  tasks  so  die  members  of  the  team  (such  as 
S2,  S3,  FSO)  had  to  train  together  at  the  Armory  or  be  networked  at  individual  work  site  or 
home.  Most  units  monitor  this  group  paced  training  carefully  since  it  is  so  essential  to 
effective  overall  staff  performance.  Commander  4-123  decided  to  use  RTD  support  to  both 
mentor  and  to  provide  assessment  feedback  on  this  small  team  training.  This  also  solved 
the  problem  of  training  Battle  Staff  Effectiveness.  One  of  the  RTD  officers  had  received 
tactical  OE  training  at  Knox.  He  conducted  training  in  organizational  competencies  for  the 
small  staff  teams  and  monitored  Battle  Staff  Integration  skills  during  selected  portions  of 
the  group  paced  distributed  small  staff  team  training. 

The  battalion  commander  and  staff  as  a  whole  did  not  address  BCST  until  the 
MUTA  two  months  in  advance  of  the  scheduled  BCST.  At  that  time,  the  CONUSA/RG 
(or  State)  BCST  Team  came  in  to  brief  the  command  and  staff  group  on  the  BCST 
sequence  of  Context,  "a  way"  and  "your  way"  Table,  "a  way"  and  "your  way"  AAR,  and 
potential  "What  If"  STX  alternatives.^  At  that  time,  recommended  self  and  group  paced 
training  alternatives  were  discussed  and  appropriate  modifications  made  to  accommodate 
unique  training  requirements  in  4-123  Armor. 

More  substantial  support  was  provided  during  the  MUTA  just  preceding  the  BCST 
MUTA.  Two  UTA  were  devoted  to  BCST  preparation  by  the  Battalion  Commander  and 
staff. 

UTA  1:  Structured  discussion  of  the  coming  BCST  MUTA.  Discussed  "What  will 
happen  when"  stimulated  by  presentation  of  the  "what  happened  summary"  from  the  "a 
way"  AAR.  Reviewed  the  "a  way"-"your  way"  Con:ext  material.  Then  there  was  OE/OC 
discussion  (from  Discussion  Guide)  of  explicit  staff  requirements  in  preparation  for  and  Li 


^  There  are  also  ”a  way”  Modules-subsets  of  Tables  addressing  individual  staff  officer  or  small  staff  team 
tasSix  Modules  are  not  discussed  here.  They  probably  would  have  been  used  in  the  self  and  group  paced 
training  discussed  above. 
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execution  of  BCST-such  as  the  requirement  to  recreate  the  Held  Battalion  TOC 
environment  during  Table  execution. 

UTA  2:  EnUTi  "a  way"  AAR  was  presented  to  the  Commander  and  XO  with 
commentary  by  OE  and  OC  present  for  BCST  MUTA.  Key  Staff  Teams  such  as  S2,  S3, 
FSO,  and  SI,  S4  viewed  and  discussed  the  Context  for  their  Staff  Team  with  the 
apprcqniate  OCVOE.  Ail  was  avallatlc  tr-  tc  taken  home  in  TV  cassette  and  paper. 

OC/OE  were  available  to  answer  questions,  provide  additional  doctrinal  material  for 
preparatimi  at  home  or  worksite  between  MUTA-1  and  BCST  MUTA.  Then  each  staff 
ofiGcer  was  provided  a  copy  of  the  Table  derivative  Module  (TV  Tape)  for  his  staff  position 
for  review  at  home.  NOTE:  This  training  support  issue  was  for  those  who  had  not 
become  actively  engaged  in  the  individual  or  group  paced  training  discussed  above.  An  (XI 
was  available  by  telephone  to  answer  questions.  . 

At  this  time,  the  precise  schedule  was  determined  for  the  BCST  MUTA.  Consistent 
with  the  commander'.,  guidance,  three  Tables  were  planned.  Each  Table  (Deliberate 
Defense  planrung,  preparation,  and  execution)  was  anticipated  to  last  four  hours  With  the 
time  divided  generally  as  follows:  Context:  20  to  30  minutes;  Table  duration:  2  hours 
(planning)  or  30  minutes  (preparation  and  execution).^  The  remainder  of  the  UTA  was  to 
be  allocated  to  the  AAR  allowing  30  minutes  for  AAR  preparation.  The  last  UTA  of  the 
MUTA  4  was  reserved  for  What  If  exerciscs-modifying  the  Tables’  METT-T  to  buUd  STX 
to  respond  to  command  training  concerns.  I 

i 

] 

CONTEXT  I 

By  the  time  the  BCST  MUTA  arrived,  4-123  was  ready.  All  of  the  staff  officers 
were  fully  familiar  with  the  "day  of  battle"  at  the  CTC  from  which  the  three  Tables  had 
been  drawn.  That  is  what  they  had  been  training  to  fOT  the  preceding  two  nxmths,  self  and 
group  paced.  The  purpose  of  each  Context  (one  for  each  of  the  Tables)  was  to  bring  the 
commander  and  staff  ofOcers  to  the  instant  of  initiation  of  the  Table  understanding  what 
immediately  preceded  their  involvement  The  unit  "big  picture"  was  provided  by  an  IMAX 
type  visual  summary  of  activity  up  to  the  instant  of  initialization  presented  to  the  entire 
staff,  then  operation  graphics  and  communications  net  traffic  were  presented  to  each  staff 


3 


For  additional  detail  on  the  Tables  assumed  here  for  illustrative  purposes,  see  Tables  5, 6, 7  discussed 
in  Figure  3.1-2,  ^rpendix  3.1 
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officer  for  the  5  to  10  minutes  of  the  "a  way"  Context  which  immediately  preceded 
initialization  of  the  "a  way"  Table. 

TABLE 

The  Table  began  at  the  instant  of  initiation.  Events  occurred  real  time  for  the 
preagreed  duration  of  the  Table.  All  outcomes  were  based  on  orders  of  the  commander  and 
his  staff  as  they  executed  their  way  or  "your  way"  as  discussed  in  this  Paper.  The  first 
Table  was  rough.  Officers  did  not  fully  comprehend  that  nothing  would  happen  unless 
they  took  explicit  action  in  response  to  a  changing  situation.  The  simulation  was  not  on 
Autopilot!  By  the  second  Table,  most  understood.  In  fact,  the  more  adventurous  wanted 
to  "What  IT  alternatives  from  the  "a  way"  METT-T.  One  or  two  realized  that  they  really 
did  not  know  as  much  about  their  staff  position  as  they  thought  and  wanted  to  "do  the 
Table"  again  to  get  it  right  By  the  third  Table,  Deliberate  Defense  execution,  the  Battalion 
command  and  staff  started  to  hum.  They  understood  not  only  what  and  how  each  needed 
to  perform  to  conduct  a  successful  defense  but  also  they  realized  what  they  needed  to  do  to 
continue  to  develop  requisite  staff  skills,  individually  and  collectively.  The  FSO  was 
concerned  that  that  there  was  not  sufficient  acknowledgment  of  the  effects  of  concentrating 
fire  support  He  wanted  better  representation  of  the  entire  Fire  Support  BOS.  In  general, 
reaction  was  split  between  those  who  wanted  to  go  back  and  "get  it  right"  and  those  eager 
to  "what  iT  in  new  warfighting  situations. 

AAR 

The  most  powerful  learning  occurs  in  the  AAR.  The  "a  way"  AAR  had  been 
available  to  4-123  Armor  for  several  months.  It  was  helpful  as  a  coach  of  what  could 
happen  but  real  "ah  ha!"s  did  not  come  until  the  "your  way"  AAR.  The  excitement  and 
emotion  of  intense  personal  involvement  made  it  entirely  different  Seasoned  Tankers 
equated  the  BCST  AAR  to  the  Table  Vin  AAR  when  everybody  hung  on  each  word  of  the 
Tank  Crew  Evaluator. 

Given  his  staff  turnover.  Commander  4-123  had  asked  for  a  special  set  of  AARs. 
Each  of  the  three  was  different  All  three  started  with  the  equivalent  of  the  NTC  7-minute 
summary  of  "your  way"  execution.  Then  they  became  very  specific  comparing  how  the 
individual  staff  officer  or  small  staff  team  had  done  in  comparison  to  his  peer(s)  in  the  "a 
way"  unit  The  first  AAR  (Deliberate  Defense  -  planning)  focused  on  the  individual  staff 
officer  tasks.  OCs  talked  individually  with  each  of  the  staff  officers  and  suggested 
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improvements  for  the  next  Table.  The  AAR  for  the  second  Table  (Deliberate  Defense  - 
preparation)  emphasized  small  staff  team  performance.  OCs  grouped  the  various  teams 
comparing  "a  way"  with  "your  way"  for  that  particular  team.  They  were  joined  by  OE 
observers  who  discussed  organizadonal  competence  within  the  small  staff  teams.  The  third 
AAR  was  focused  entirely  at  the  Battalion  commander  and  staff  as  a  unit  team.  Both  OC 
(Staff  Task  ProBciency)  and  OE  (Battle  Staff  Effecdveness)  commented  on  "a  way" 
ccmtrasted  with  "your  way." 

"WHAT  IF" 

By  now,  4-123  Armor  felt  as  if  it  had  been  put  through  the  wringer.  After  some 
discussion,  the  commander  decided  to  go  ahead  and  do  a  "What  iT  rather  than  refight  one 
of  the  earlier  Tables.  Since  they  had  done  rrladvely  well  in  the  third  Table  (Deliberate 
Defense  -  execudon),  he  decided  to  execute  it  again  but  to  double  the  size  of  the  enemy.  It 
was  a  disaster.  To  this  day,  the  1^0  claims  that  the  defense  would  have  succeeded  if  he 
had  just  been  able  to  get  Division  to  reallocate  the  MLRS.  That  was  the  origin  of  the 
ongoing  effort  to  create  the  vertical  BOS  Tables  starting  with  Hre  Support 

That  is  a  practical  example  of  potential  BCST  in  execution.  Again,  a  summary  of 
what  is  new: 

CONCEPTUAL  INNOVATIONS  IN  BCST 

•  BCST  s  Staff  Task  Proficiency  +  Battle  Stafi*  Effectiveness 

•  TES  enables  performance,  NOT  process-basing  of  staff  training 

•  ALB  mandates  horizontal  and  vertical  staff  training 

•  ImmersicHi  in  battle  through  TES  intensifies  training 

•  Tables  permit  distributed  training  to  standard  and  tailoring  training  to 
competence  level  required 

•  Train  by  direct  comparison  to  performance  to  standard 

•  BCST:  a  total  individual  and  collective  training  program  for  institution  and 
unit 
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AAR  TRAINING  DEVELOPMENT 


The  focal  point  of  much  of  the  training  and  technology  development  associated  with 
the  DARPA-Nadonal  Guard  BCST  program  is  support  of  the  major  training  event,  the 
After  Actitn  Review.  The  AAR  is  the  dcxninant  training  support  provided  to  the  unit  chain 
of  command.  It  combines  the  excitement  of  immersion  in  warfighdng  with  the  rigor  of 
explicit  performance  data  presented  in  a  posidve  training  environment  by  exr^iis  dedicated 
to  supporting  unit  training.  Therefore  it  should  be  developed  with  care  Fortunately,  there 
has  been  excellent  research  on  the  AAR  conducted  in  associadon  with  BCST.  ARI 
prepared  early  guidance  for  the  conduct  of  AARs  associated  with  the  fielding  of  the  Army 
Training  Batde  Simuladon  System  (ARTBASS): 

Purpose  of  the  AAR. 

During  a  command  group  training  exercise,  feedback  should  be  provided  to 
increase  and  reinforce  learning.  The  AAR  provides  a  sound  method  for 
diagnosing  unit  training  needs  and  is  an  effecdve  teaching  technique.  All 
key  players  pardcipate  in  an  AAR,  so  it  provides  a  rich  data  base  from 
which  teaching  points  can  be  drawn,  llie  AAR  is  structured  around 
scquendal  exercise  events,  and  the  AAR  leader  guides  the  discussion  by 
asl^g  leading  quesdons.  Therefore,  participants  may  be  guided  to  iden^ 
critical  events,  to  explore  the  reasons  for  actions  t^en,  and  to  recognize 
tentative  solutions  to  problems  aixl  alternative  courses  of  action.  > 

This  guidance  is  applicable  to  both  horizontal  and  vertical  BCST. 

Unfortunately  ARI  research  presents  a  spotty  picture  of  current  AAR  practice  for 

BCST. 


At  present,  the  AAR  [for  Command  Group  trairung]  consists  of  general 
obs^ations  concerning  the  conduct  of  the  battle,  which  provides  the  staff 
with  little  objective  fe^back  concerning  how  well  or  how  poorly  their 
individual  and  collective  tasks  were  performed.  Effective  extrinsic  fe^back 
requires  that  perfom^ance  measurement  data  be  systematically  collected 
throughout  the  training  exercise.  This  will  supply  the  information  required 


1  Kaplan,  Ira  T.,  and  Jon  J.  Fallesen,  ^ter  Action  Review  (AAR)  Guide  for  the  Army  Training  Battle 
Simulation  System  (ARTBASS),  ARI  Research  Product  8^32,  October  1986,  p.  1. 
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to  provide  the  training  audience  with  feedback  to  reinforce  strengths  and 

identify  weaknesses.^ 

While  those  comments  are  based  on  ARTBASS  and  other  pre-CTC-Battle 
Qjmmand  Training  Program  (BCIP)  training  support,  they  reflect  the  "state  of  the  art"  of 
BCST  available  today  for  most  Guard  units.  For  them,  the  quality  of  command  group 
training  (BCST)  really  has  not  changed,  particularly  the  difficulty  in  providing  timely 
performance  data  on  which  to  base  effective  AAR  feedback. 

Research  has  continued  as  the  Army  training  system  has  matured.  We  now  know 
that  the  AAR  should  have  the  following  characteristics  as  defined  by  ARI  and  confirmed  in 
theCTC 

1 .  Training  objectives  are  reviewed. 

r 

2.  The  battalion's  discussion  is  directed  to  the  critical  events,  reasons  why 
these  occurred,  and  how  the  battalion  could  have  done  better. 

3.  The  chain  of  events  is  traced  so  that  the  results  of  mistakes  are 
understood  by  participants.  One  mistake  is  often  a  partial  cause  of 
another. 

4.  Critical  events  arc  clearly  related  to  training  objectives. 

5.  AttenticMi  of  participants  is  held  and  they  are  involved  in  the  discussion. 

i 

6.  The  summary  is  clear  and  concise.^ 

i 

All  of  the  research  literature  and  CTC  experience  highlight  the  absolute  need  for 
specific  detail  of  both  satisfactory  and  unsatisfactory  task  performance.  Hopefully  the  staff 
undergoing  BC^T  will  identify  the  good  and  the  poor  and  why.  If  they  cannot,  the  AAR 
leader  must  be  prepared  to  do  so.  And  he  or  she  must  be  prepared  to  discuss  not  only  what 
happened  but  also  what  did  not  happen  and  why.  Several  sensible  general  principles  for 
BCST  AAR  have  been  proposed: 

PRINCIPLES 

•  All  members  of  designated  training  audience  should  receive  feedback. 

•  The  feedback  presenter  projects  competence  and  confidence  in  subject  area 
tidtile  interacting  to  show  he  is  trustworthy  and  non-threatening. 


^  Delane  K.  Garlinger,  Feedback  Principles  for  Command  Group  Training,  ARI  Research  Report  1459, 

December  1987,  p.  1. 

3  Kaplan  and  Fallesen,  p.  16. 
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•  Provide  at  breakpoints  or  end  of  exercise  "as  soon  as  possible." 

•  Best  is  specific  feedback  directed  at  specific  goals  with  specific  support 
provided  for  the  feedback. 

•  Provide  a  total  picture-both  positive  and  negative  feedback.  Negative  should 
include  alternative  courses  of  action  to  correct  mistakes  as  well  as  type,  extent 
and  direction  of  errors. 

•  Normative  data  if  possible-as  a  benchmark. 

•  lYaise  and  encouragement  as  appropriate.^ 

Research  has  been  translated  into  practical  specific  AAR  counsel  for  the  unit  in  the 
ARTEP  71-2-MTP,  The  Tank  and  Mechanized  Infantry  Battalion  Task  Force.  Note  the 
concern  about  vertical  coordination  at  underiining  below. 

g.  After- Action  Review 

(1)  A  series  cf  AARs  are  conducted  from  battalion  level  through  platoon 
level.  This  provides  the  full  benefit  of  active  participation  and 
informative  feedback.  The  size  of  each  group  level  should  be  tailored 
to  etihance  learning.  The  key  to  AARs  is  interaction  of  people;  AARs 
simuld  not  be  a  lecture.  The  following  is  a  sample  format: 

(a)  Review  the  brigade  mission  intent/concept 

(b)  Give  a  brief  summary  of  the  sequence  of  events  and  what 
happened. 

(c)  Review  ftiendly  plan. 

(d)  Review  OPFOR  plan. 

(e)  Review  planning  and  preparation  for  battle  in  terms  of  the 
qrerating  systems,  using  the  AAR  collection  charts. 

(0  Review  the  results  of  the  operation,  using  the  AAR  collection 
charts. 

(g)  Review  the  execution  of  the  operation  in  chronological  order. 

(h)  Discuss  results  in  terms  of  the  seven  operating  systems  (weak 
points  and  ways  to  improve  performance),  using  the  AAR 
collecticm  charts. 

fi)  Summarize. 


*  Gariinger,  pp.  1-3.  Now  that  objective  data  is  possible,  it  is  preferable. 
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(2)  Qiicf  obser.'cr/controIlcr  guides  the  AAR.  One  methexJ  of  starting  the 
AAR  is  to  ask  each  participant  what  went  well  and  what  needs 
improvemenL  These  points  should  be  listed  on  a  chart  or  butcher  paper 
to  help  facilitate  the  discussion.  The  OPFOR  commander  or 
representative  should  explain  his  order  and  plans  for  the  operation  as 
well  as  any  observations  on  how  to  improve  TF  performance.  This 
allows  the  TF  to  see  what  they  were  fighting  against  and  why  some  of 
the  actions  happened.  The  chief  observer/controller  states  what 
happened  (facts),  and  then  asks  why  it  happened.  Each  participant 
learns  £rom  the  oAers  and  from  his  leaders.  All  players  work  together 
(»i  identifying  and  correcting  weaknesses.  In  tins  way,  there  is  more 
involvement  in  their  own  professional  development.  The  sequence 
should  follow  the  flow  of  the  battle  and  focus  on  the  battalion 
perfonnance.  Normally  the  brigade  commander  summarizes  the  final 
comments  at  the  end  of  the  AAR. 


(4)  At  the  completion  of  the  AARs,  all  soldiers  and  leaders/staff  in  the  TF 
should  know  what  they  did,  areas  that  need  improvement,  and  how  to 
improve 


This  is  solid  guidance  but  it  does  not  explicitly  address  the  challenges  of  command 
staff  training  and  how  the  AAR  needs  to  be  structured  when  BSCT  is  a  major  purpose  of 
the  unit  training  exercise.  There  are  several  groups  of  tasks  which  should  be  addressed 
explicitly  in  the  BCST  AAR.  They  are  individual  staff  officer  proficiency  in  his  or  her  staff 
responsibilities  (the  S2,  S3,  S4  ,etc.);  the  proficiency  of  small  groups  in  causing  complex 
actions  to  occur  cross  BOS  (such  as  merging  Intelligence  and  Fire  Support  to  place  timely 
fires  on  die  enemy);  and  the  collective  tasks  which  are  the  sum  total  of  the  individual  and 
small  team  tasks  performed  by  the  Brigade  or  Battalion  staff.  These  tasks  are  defined  in  the 
various  doctrinal  publications  which  establish  the  current  warfighting  doctrine-Airland 
Battle.  These  are  generally  well  defined  by  task,  condition  and  standard  in  useful  formats 
which  shall  be  discussed  below. 


®  ARTEP  71-2-MTP,  Mission  Training  Plan  for  The  lank  and  Mechanized  Infantry  Battalion  Task 
Force.  October  1988,  pp.  6-14, 15. 
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However,  doctrinal  task  lists  a.e  useful  but  not  sufficient.  They  do  not  include 
^up  teaming  skills  across  the  entire  staff  team  at  both  Battalion  and  Brigade.  How  does 
the  battle  staff  respond  as  a  team  on  a  dynamic  changing  battlefield?  "Is  their  act  together" 
despite  accelerating  change  and  often  unforeseen  change?  Are  they  "pulling  together"  as  a 
team?  These  are  a  range  of  skills  over  and  above  mastery  of  the  various  individual  and 
collective  tasks  of  Airland  Battle.  Now  we  are  concerned  about  the  battle  staff  functioning 
effectively  as  a  unified  integrated  system.  The  effective  battle  command  staff  team  must 
possess  organizational  cqiabilities  to: 

(1)  Search  out,  accurately  identify,  and  conectly  interpret  the  properties  of 
qierational  situations  as  they  develop. 

(2)  Solve  problems  as  they  occur  within  the  context  of  rapidly  changing 
situational  demands. 

(3)  Generate  flexible  decisions  relevant  to  changing  situations. 

(4)  with  shifting  situational  demands  with  precise  appropriateness.^ 

This  is  a  much  different  issue  than  mastering  the  execution  of  complex  tasks.  It  is  a 
challenge  of  developing  organizational  competencies:  sensing,  communicating  information, 
decision  making,  stabilizing  communicating  implementation,  coping  actions  and  feedback.*^ 
Fortunately,  excellent  conceptual  wt^  in  this  area  has  been  done  by  Joseph  A.  Olmstead  in 
developing  a  model  of  Battle  Staff  Integration.  Understanding  this  model  is  of  such 
importance  to  understanding  BCST  that  the  Executive  Summary  of  Olmstead's  work  is 
included  at  enclosure. 

It  seems  clear  that  any  development  model  of  BCST  must  include  both  task 
performance  to  standard  and  development  of  organizational  competence  in  the  unit  To 
structure  training  development  of  BCST,  I  define  BCST  to  consist  of  both  Staff  Task 
Proffciency  and  Battle  Staff  Effectiveness.  Staff  Task  ProHciency  consists  of  individual 
staff  member  tactical  and  technical  competence.  Individuals  know  the  relevant  doctrine  and 
they  know  how  to  apply  it  consistent  with  the  mission  and  command  intent  The  second 
component  of  Staff  Task  Proficiency  is  the  tactical  and  technical  competence  of  the  small 
staff  teams  such  as  the  S2,  S3  and  FSO  who  must  work  together  across  Battlefield 
Operating  Systems  to  synchronize  the  battle.  They  too  must  have  tactical  and  technical 
proficiency  as  a  team.  Their  competence  must  be  not  only  to  coordinate  across  BOS  at 


^  01instead,Jasq;>h.  A.,  Bdn/«5t<^/fUe£raiioR,  IDA  Paper  P-2560,  rebruaiy  1992,p.S-l. 
7  Ibid.p.V-3. 
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Battalion  or  Brigade  but  also  to  coordinate  vertically  up  and  down  the  echelons  of  the 
Battlefield  Operating  System  their  staff  responsibility  represents.® 

Battle  Staff  Effectiveness,  as  developed  by  Olmstead,  consists  of  Organizational 
Coiiq)etence  and  Battle  Staff  Integration.  The  functions  of  organizational  competence  were 
described  above.  The  objective  is  quality  performance  of  these  functions.  Battle  Staff 
Integration  occurs: 

(1)  when  organizational  conditions  are  conducive  to  cohesion  and 
teamwQik,  and  (2)  if  developmental  activities  within  tiie  unit  are  designed  to 
propagate  high  skill  levels,  stable  team  norms,  and  strong  values  for 
teamworit.  Necessary  Organizational  Conditions  include  (1)  a  clear  role 
system,  (2)  common  superordinate  goals,  (3)  a  system  of  rewards  for 
teamwori^  and  (4)  a  stable  and  efficient  organizational  system.  Necessary 
Development?!  Activities  include  (1)  cognitive  role  training  (individual), 

(2)  battle  staff  experiential  training  (team),  (3)  unit  operational  training,  and 
(4)  shared  success  experiences.^ 

Training  development  is  required  to  ensure  that  both  competence  and  staff  integration  are 
achieved. 

The  model  then  is  BCST  consisting  of  Staff  Task  Proficiency  and  Battle  Staff 
Effectiveness.  Task  selection  comes  later  (App.  2.2).  For  now  the  challenge  is  the  design 
of  the  AAR.  Ideally,  the  AAR  would  flow  entirely  from  the  flow  of  the  battle.  The 
detailed  AAR  would  not  be  determined  until  tiie  mission  has  been  fought  That  flexibility  is 
not  necessarily  desirable  or  necessary  when  the  BCST  Table  and  AAR  are  to  be  conducted 
for  basic  level  BCST  task  training,  particularly  when  the  training  is  to  be  widely  distributed 
across  the  National  Guard.  Training  opportunities  for  both  Stafl^  Task  Proficiency  and 
Battle  Staff  Effectiveness  need  to  be  provided.  To  ensure  quality  of  evaluation  to  task, 
condition  and  standard  and  to  establish  uniform  standards  for  the  conduct  ^f  basic  staff 

i 

training,  one  special  purpose  AAR  is  proposed  to  be  oriented  to  "a  way”  the  particular 
mission  (Table)  is  fought  by  a  highly  competent  unit 

"A  way"  describes  the  execution  of  a  warflghting  vignette  in  a  "day  of  battle" 
initialized  with  a  carefully  defined  starting  METT-T  (a  Table).  For  example,  for  a  given 
specified  Table,  initially: 


®  There  is  another  competence,  that  of  the  leader  or  commander.  That  includes  the  task  and 
organizational  competencies  listed  as  well  as  particular  integrating  skills.  Explicit  leader  development 
is  the  subject  of  another  paper. 

9  Ibid.  p.  S-2. 
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Mission  is  determined-Hasty  attack 

Enemy  is  determined,  size,  locadon,  combat  effectiveness  and  mission— Motorized 
Rifle  Company,  Defend,  Platoons  at _ ,  orientation _ . 

Troops  are  determined-Tank  Battalion,  2  Tank  Co,  2  Mech  Co  at  specified  combat 
e£f«niveness. 

Terrain  is  fixed-same  digitized  terrain  with  each  object  precisely  placed  initially. 

Time  Available-fixed  schedule  of  events,  the  clock  starts  at _ hours  for  all. 

Real  time  (generally  30  to  60  minutes)  is  the  same  for  all.  "A  way"  also 
describes  die  resultant  AAR  of  die  execution  of  highly  competent  warrighting. 
Both  execution  of  the  "a  way  Table  and  the  resultant  "a  way"  AAR  are  the 
essential  training  mechanisms  to  train  unit  commanders  and  staffs  to  training 
objectives  established  by  the  BCST  Proponent 

An  important  assist  to  the  unit  in  training,  the  "a  way"  AAR  is  designed  to  cause 
effective  learning  to  occur  as  it  demonstrates  how  a  first  rate  BCST  team  functions  to  fight 
and  win.  To  do  so,  this  special  purpose  AAR— "a  way"— should  have  the  following 
characteristics  confirmed  by  years  of  AARs  associated  with  effective  unit  training  at 
Combat  Training  Centers: 

1 .  The  AAR  supports  the  major  training  objectives  prescribed  for  the  Table  by 
addressing  each  of  the  distinct  training  challenges-Staff  Task  Proficiency  and 
Battle  Staff  Effectiveness-described  above. 

2.  It  is  designed  such  that  each  training  audience  is  presented : 

-  a  concise  description  of  what  happened  to  the  "a  way"  unit  and  why  it 
happened  related  to  each  of  the  major  training  objectives  of  that  Table,  and 
there  is 

-  a  well-documented  explanation  in  detail  accompanied  by  training  suppon 
drawing  on  training  potential  of  immersion  in  virtual  simulation  usable  for 
self-study  before  or  after  participation  in  the  BCST  Table  training. 

3 .  There  is  explicit  evaluation  employing  the  MOP/MOE  appropriate  to  that  Table 
situation.  Documentation  (mostly  visual)  is  available  for  distributed  use 
indicating  not  only  "What  Happened"  but  also  "Vk^y  it  Happened"  and 
whenever  possible,  doctrinally  prrper  alternatives  or  "Corrective  Actions."  It 
is  difficult  to  project  the  most  useful  combination  of  training  support  for  this 
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important  training. See  App  2.4  AAR  Training  Support  below.  This  should 
be  confimied  by  TEA. 

4.  The  AAR  denKMistraies  interaction  between  the  Commander  and  Staff  of  the  "a 
way"  unit  and  the  associated  training  suppon  such  as  OCs  and  OEs  trained  to 
assess  and  counsel  on  Staff  Task  ProHciency  and  Battle  Staff  Effectiveness. 
The  purpose  of  the  "a  way"  AAR  is  not  only  to  demonstrate  "how  to"  execute 
the  various  tasks  to  standard  but  also  to  demonstrat:  the  interactive  nature  of 
the  AAR  process  to  leaders  of  the  Guard  unit  preparing  to  co.nduct  the  Table 
and  following  AAR  themselves.  In  effect,  the  AAR  shows  how  to  use  tlie  new 
lands  of  training  support  which  Tactical  Engagement  Simulation  enables.  The 
AAR  of  the  unit  in  training  developed  when  the  unit  in  training  "fights"  the 
Table  (the  "your  way"  AAR)  should  be  fully  interactive  between  the  unit  staff 
members,  the  warfight  represented  by  the  unit’s  execution  of  the  Table  in  TES 
and  the  unit  trainer  or  OCs/OEs  conducting  the  AAR. 

While  the  "a  way"  AAR  prov.  les  useful  training  support,  the  major  training  product 
of  structured  BCST  should  be  the  actual  AAR  conducted  by  the  unit  in  training  after  it 
completes  the  Table.  This  "your  way"  AAR  should  be  evaluated  by  MOP/MOE 
con^parison  to  the  special  purpose  "a  way"  AAR  prepared  for  that  Table.  For  training  of 
units,  the  same  MOE/MOP  displays  could  be  used  with  two  sets  of  data,  visual  or  audio 
di^Iays-"a  way"  side  by  side  with  "your  way"~the  actual  performance  data  collected  as 
the  unit  was  executing  the  Table.  Tlie  AAR  support  material  would  be  designed  to  highlight 
differences  between  "a  way"  and  "your  way,"  then  to  discuss  possible  reason.s  for 
variadons-hopefully  issues  raised  by  members  of  the  unit  in  training  who  have  had  the 
opportunity  to  preview  the  "a  way"  AAR  prior  to  execution  of  the  Tabic  themselves. 

There  are  numbers  of  "your  ways"  all  equally  successful  in  addressing  the  tactical 
challenge  posed  by  the  Table-including  from  dtxie  to  time  sheci'  "dumb  luck."  The  purpose 
of  the  "a  way"-"your  way"  comparison  is  not  to  force  "a  way."  In  fact,  it  is  to  encourage 
inidadve  in  developing  sound  inno^'adve  soludons  while  permitdng  focus  on  training  and 
evaluadon  to  agreed  MOP/MOE.  It  seems  highly  likely  that  there  will  be  substantial 

For  TES-vimul  simulation.  ARI  Knox  speculated  a  ratio  of  about  SO  percent  Plan  View  Display, 
30  percent  Stealth  ‘out  the  window,*  and  20  percent  statistical  information.  Estimates  vary.  Tips  for 
the  Trainer  notwithstanding,  it  seems  likely  that  each  commander  will  develop  ”his*  best  mix. 

*  *  There  is  acknowledged  risk  that  this  approach  may  cause  overemphasis  on  duplicating  ‘a  way”  task 
performance.  Of  course,  for  bade  BCST,  demonstrating  competent  task  performance  to  standard  on  *a 
way*  almost  as  a  ‘gate*  is  not  bad  provided  the  unit  is  then  encouraged  to  innovate.  As  a  practical 
issue,  *a  way*  tied  to  explicit  METT-T  of  a  Table  permits  an  essential  narrowing  of  simulation  and 
MOP  data  ca^ptuie  requirements  for  the  training  and  technology  developer  in  the  Proof  of  Principle  stage 
of  concept  developm^  KISS. 
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differences  in  how  the  various  components  of  Staff  Task  Proficiency  and  Batde  Staff 
Effectiveness  are  best  presented  in  AARs.  There  probably  is  no  single  "best"  way.  This  is 
anodier  area  for  evaluation  by  Training  Effectiveness  Analysis. 

There  is  one  additional  characteristic  the  AAR  should  possess  when  it  is  conducted 
of  "your  way"  to  fight  the  Table.  The  AAR  should  contribute  directly  to  effective  follow 
up  command  and  staff  training  by  the  unit  This  additional  characteristic  is: 

5 .  The  AAR  experience  leads  directly  to  explicit  recommendations  for  remedial 
training  to  cure  the  training  ills  diagnosed  in  the  final  AAR.  These 
recommendations  are  packaged  in  such  manner  that  they  could  be  selected  by 
die  chain  of  command  as  a  prescriptive  remedial  training  program  either  in  a 
unit  or  institutional  context  In  other  words,  the  BCST  process  culminating  in 
the  AAR  can  not  only  diagnose  but  also  it  could  identify  various  exercises. 
Utility  for  subsequent  unit  applications  is  one  characteristic  of  the  Objective 
AAR  discussed  in  App.  2.5. 

That  is  the  relatively  traditional  view  of  current  AAR  design  applied  to  a  new 
training  opportunity.  This  is  a  proven,  effective  training  methodology  but  it  may  not 
advantage  sufficientiy  new  training  opportunities  coming  with  new  training  technologies. 
More  diould  b^.  possible  with  Tactical  Engagement  Simulation  (constructive  and  virtual).!^ 
New  technologies  should  be  able  to  improve  the  AAR  process  itself  at  Battalion  and 
Brigade  echelons  with  thoughtful  definition  of  requirements  to  advantage  new  capabilities. 
For  example:  why  think  of  the  AAR  as  a  one-time  event  related  to  feedback  to  a  unit  on 
"how  they  did"  in  accomplishing  a  demanding  mission?  Rather  think  of  the  formal  AAR  as 
both  the  immediate  feedback  to  individual  staff  officers,  staff  teams  and  the  overall 
command  staff  team  and  as  a  carefully  crafted  springboard  to  stimulate  a  much  more 
extensive  program  of  further  self  or  group-paced  training  based  on  the  shared  BSCT 
experience  of  Table  execution.  The  AAR  itself,  ready  shortly  after  completion  of  the  BCST 
exercise,  should  be  structured  to  be  the  stimulant  to  further  unit  training  either  grouped  or 
distributed.^^  The  AAR  is  not  an  end  but  rather  the  start  of  a  continuing  dialog  which 
stimulates  BCST.  AARs  establish  a  common  experiential  baseline  for  subsequent  training. 

Tactical  Engagement  Simulation  consisting  of  constructive  simulation-JANUS  (Corps  Battle 
Simulation  [CBS],  aJ^a.  Joint  Exercise  Simulation  System  [JESS],  or  Brigade  Battalion  Simulation 
[BBS])  as  well  as  virtual  simulation  (SIMNET). 

Grouped  unit  training  when  the  training  is  conducted  with  the  commander,  XO  and  principal  staff  are 
assembled  in  one  location  for  training.  Distributed  unit  training  when  the  command  staff  team  is 
Sinead  to  several  armories,  work  sites  or  homes.  In  the  AC  context»distributed  when  not  at  a 
IRADOC  or  AC  unit  site-all  Guard  unit  training  is  distributed. 
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Several  new  challenges  or  opportunities  arise  for  substantial  improvement  in  the 
AAR  as  it  is  currently  practiced: 

•  Design  the  sequence  of  the  AAR  itself  to  reinforce  improved  battle  command 
staff  operations.  The  AAR  sequence  should  probably  reflect  the  order  of  the 
tactical  decision  making  process.  Initially  the  ARI-developed  sequence 
reflected  in  Combined  Arms  Battle  Tasks-Planning,  Preparation  and 
Execution-seems  best  but  training  in  execution  of  BCST  in  multiple 
simultaneous  operations  should  quickly  follow.  For  that,  the  best  AAR 
sequence  is  probably  to  address  in  turn  Monitoring,  Planning  and  Directing. 
Of  course,  the  specific  AAR  design  will  be  strongly  influenced  by  the 
particular  stage  in  battle  command  staff  execution  which  is  reflected  in  the 
vignette  of  the  "day  of  battle"  selected  for  the  Table  supporting  the  training 
objectives  of  the  AAR.  If  the  Table  is  focused  on  thirty  minutes  of  execution 
of  a  Battalion  TF  Defense,  the  AAR  will  naturally  focus  on  staff  actions 
required  immediately  preceding  and  during  that  thirty  minutes  of  execution. 
However,  once  alternative  actions  or  "what  ifs"  are  discussed,  all  phases  of 
tactical  decision  making  should  come  into  consideration  because  staff 
preparation  for  the  "what  ifs”  will  seldom  be  limited  to  the  real  time  period  of 
the  Table. 

Note  that  the  BCST  described  differs  fiom  current  staff  training.  Enabled  by  new 
simulation,  the  emphasis  is  on  performance  in  warfighting  just  as  is  the  emphasis  at  the 
Combat  Training  Centers,  The  bottom  line  is  "does  it  work?"~does  the  BCST  result  in 
battle  success,  not  does  it  follow  the  dictates  of  process  established  by  the  schools? 
Unfortunately,  most  current  institutional  staff  training  is  heavily  focused  on  mastering 
repetitive  staff  processes.  As  a  result,  there  can  be  substantial  problems  when  the 
process-oriented  staff  ofticer  suddenly  faces  the  rapid  tempo,  confusion  and  multiple 
mission  environment  of  combat  or  its  peacetime  sunogate,  the  CTC.  The  BCST  AAR  and 
in  fact  all  which  is  proposed  for  intensified  Guard  training  using  advanced  simulation 
stresses  performance  in  battle.  Process  is  important  There  is  a  discipline  of  thought 
which  is  absolutely  essential  to  battle  success.  But  the  focus  of  the  training  here  is  battle 
performance  as  the  stimulant  and  criterion  of  success.  Consistent,  competent  performance 


U.S.  Amy  C&GSC,  Techniques  and  Procedures  for  Tactical  Decision  Making,"  ST  100.9,  July 
1991,  has  arj  excellent  description  of  the  decision-making  process. 

Process  orientation  reflects  inability  to  do  much  else  today  in  an  institutional  training  environmenL  A 
great  opportunity  looms  to  employ  distributed  simulation  to  performance  base  institutional  staff 
training  by  placing  it  in  a  unit  warflghdng  context. 
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in  the  "days  of  battle"  envisaged  in  the  BCST  Tables  will  simply  not  be  possible  without 
coo:q>etent,  timely  battle  command  staff  tactical  decision  making. 

As  discussed  above,  the  AAR  should  be  designed  to  train  and  evaluate  Staff  Task 
Proficiency  and  Battle  Staff  Effectiveness  performance.  Qearly,  detailed  feedback  should 
be  provided  to  each  of  the  primary  staff  officers  on  his  or  her  performance  either  before  or 
after  die  group  AAR.  The  feedback  should  be  sufficiently  detailed  by  MOP/MOE  such  that 
the  individual  can  apply  it  successfully  in  executing  position  responsibilities  in  subsequent 
Tables.  Specific  recommendations  should  be  included  for  remedial  training  designed  to  be 
doable  at  home  or  at  local  armory.  Content  of  both  AAR  and  the  remedial  training  package 
should  be  prioritized  by  the  Proponent  for  each  of  the  primary  staff  positions-Ft  Knox  or 
Fl  Penning  for  XO  and  S3,  Ft  Sill  for  FSO,  Ft  Lee  for  S4,  etc. 

Small  team  AARs  should  focus  on  the  specific  requirements  or  events  which 
stimulated  the  interaction  of  the  team.  For  example,  one  subject  for  AAR  focus  could  be 
the  S2,  S3  and  FSO  coordination  on  Engagement  Area  planning  or  the  S4  and  S3 
coordinating  to  ensure  logistic  support  on  limited  routes.  Small  staff  teams  should  be 
addressed  in  the  larger  group  context  in  which  they  perform  their  tasks  or  work  as  a 
productive  team.  For  horizontal  BCST,  that  would  be  the  balance  of  the  battle  staff  team. 
For  vertical  BCST,  it  would  be  the  functional  BOS  team  at  least  one  echelon  higher  and  one 
eschelon  lower.  For  example,  an  AAR  of  Fire  Support  at  Brigade  should  include  fire 
support  representation  from  Battalion  and  Division.  Staff  teams  probably  should  have 
separate  AARs  infrequently.  Understanding  these  numerous  small  team  interactions  is 
such  a  critical  element  in  achieving  unit  battle  synchronization  that  all  members  of  the 
horizontal  or  vertical  team  should  participate  and  thereby  gain  at  least  familiarization  with 
the  coeaxiinating  responsibilities  of  other  staff  officers. 

Discussion  of  Battle  Staff  Effectiveness,  particularly  organizational  competence, 
would  be  addressed  throughout  the  AAR.  The  MOE  are  present  in  most  any  staff  activity. 
For  example,  the  MOE  of  sensing,  communicating  information,  coping  actions  and 
feedback  can  be  readily  blended  into  the  normal  AAR  process.  As  tactically  oriented  OE 
training  support  becomes  available,  it  would  probably  be  best  provided  off  line  to  various 
individuals  during  the  staff  tactical  training  rather  than  during  the  AAR,  but  that  would  have 
to  be  validated  by  Training  Effectiveness  Analysis.  Suffice  to  say  that  neither  Staff  Task 
Proficiency  nor  Battle  Staff  Effectiveness  should  dominate  the  AAR.  Both  are  essential 
ingredients  to  battle  command  staff  perfcnmance. 
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•  Design  the  AAR  in  media,  fonnat  and  content  to  be  suitable  for  not  only 
immediate  feedback  on  battle  performance  but  also  for  intensive  follow-on 
training  on  tasks  needing  addidonal  training  in  collective  mode  (grouped  or 
distributed)  or  individual  mode-all  as  a  training  option  "built  in"  to  the  AAR. 

With  the  new  capabilities  of  simulation,  a  very  precise  product  can  be  created.  The 
actions  of  objects— fighting  vehicles,  communications  transmissions,  rounds  of 
ammunition,  or  views  from  optics  can  be  frozen  or  tracked  in  detail  over  time.  What  new 
training  opportunities  could  be  possible  if  the  AAR  itself  were  to  be  optimized  for  most 
eHective/efficient  learning?  For  example,  we  know  that  immersion  in  an  exciting 
interactive  situation,  competing  against  a  skilled  foe.  enables  a  significant  increase  in  rate  of 
learning  for  Captains  and  Sergeants  in  combat  units.  The  same  potential  can  be  realized 
firom  BCST  AARs.  Situational  exercises  can  be  set  up  for  individual  sta^  officer  or  sta^ 
team  interactive  follow-up  action  as  an  encouraged  yet  optional  pan  of  the  AAR  or  as  a 
remedial  exercise  prescribed  by  the  chain  of  command.  Which  should  be  developed  for 
individual  or  collective  tasks  for  what  purposes?  Would  it  be  useful  to  package  various 
collateral  operations  like  counterfire  exercises  for  remedial  training?  There  is  a  substantial 
training  develq)ment  challenge. 

Routinely,  the  unit  in  training  will  have  access  to  the  AAR  of  the  Table  as  it  was 
executed  by  a  highly  competent  unit- "a  way"  as  discussed  above.  That  AAR  should  be 
structured  to  provide  a  menu  for  the  individual  staff  officer  to  pursue  to  study  at  greater 
depth  what  and  how  the  comparable  staff  officer  of  the  "a  way"  unit  performed  his  or  her 
responsibilities.  Kow  did  the  "a  way"  S2  keep  the  commander  informed  as  the  enemy 
situation  changed  during  the  battle? 

Accessibility  of  the  "a  way"  AAR  is  an  effective  yet  subtle  way  to  disseminate 
extensive  Subject  Matter  Expertise  hopefully  itself  designed  by  the  Proponent  to  encourage 
self  study  of  the  more  important  training  objectives  of  that  particular  Table.  In  other 
words,  if  the  Intelligence  Proponent  is  concerned  that  the  average  S2  in  typical  units  be  able 
to  identify  Target  Areas  of  Interest  (TAI)-areas  where  the  commander  can  influence  the 
action  through  fire  and  maneuver-as  a  part  of  Intelligence  Prrparation  of  the  Battlefield 
(IPB).  the  "a  way"  AAR  should  include  a  menu  which  directs  the  S2  to  extended  training 
on  die  selection  of  TAI  by  the  S2  who  is  portrayed  in  "a  way." 

Similarly,  training  in  depth  could  be  structured  for  the  small  staflf  team.  IPB  must 
be  integrated  in  the  tactical  decision-making  process,  normally  in  war  gaming.  The  S2  and 
S3  team  can  be  offered  extensive  training  in  war  gaming  drawing  on  the  tactical  decision 
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making  process  actually  used  by  the  "a  way"  unit  and  captured  for  just  this  use.  In  sum,  the 
documentation  of  "a  way"  execution  can  be  packaged  for  subsequent  use  in  distributed 
training  similar  to  the  TRADCX^  Common  Teaching  Scenarios.  Properly  designed,  the  "a 
way"  AAR  can  be  the  gateway  to  this  training. 

There  are  even  more  possibilides  associated  with  the  AAR  of  Table  execution  the 
unit  in  training~"your  way."  Now  the  individual  staff  officer  could  be  provided  the 
qrportunity  to  "what  iT  alternative  staff  planning.  Fot  the  S4,  what  if  the  ammunition 
prestock  had  been  three  kilometers  farther  forward  or  the  Combat  Trains  had  been  located 
off  the  prime  enemy  avenue  of  approach?  For  the  S2,  what  if  the  counterreccc  plan  had 
included  more  aggressive  patrolling  of  the  hillside  where  the  threat  Division 
Reconnaissance  Team  (DRT)  established  a  critical  OP?  Intensified  staff  saining  in  recce- 
counterrecce  would  be  enhanced  by  ensuring  that  the  "your  way"  AAR  can  be  expanded  to 
permit  different  friendly  counterrecce  plans  to  be  run  against  threat  recce.  What  other 
expansion  capabilities  should  be  built  into  the  rimulation?  Chapter  5  discusses  5‘oroe 
individual  and  small  unit  training  opportututies  which  can  be  created  by  BCST  Table  and 
Module  execution.  Much  nxrre  appears  both  desirable  and  feasible. 

The  opportunities  should  be  even  greater  for  small  team  training  (grouped  or 
distributed)  drawing  (Hi  the  professicmal  training  potential  of  interactive  distributed  training. 
The  challenge  is  to  design  the  AAR  to  permit  going  beyond  normal  comparisons  portraying 
differences  in  MOP  between  "a  way"  and  "your  way"  Table  execution.  Now  the  purpose 
is  to  draw  on  simulation  to  create  new  training  opportunities  such  as  "mini-vignettes" 
which  could  draw  on  the  known  METT-T  of  the  Table  to  engage  staff  teams  in  staff 
synchronization  exercises  requiring  responsive  sta^  work  by  staff  officers  within  a  unit 
staff  (horizontal)  and  by  staff  officers  charged  with  iruitiechelon  ccxirdination  within  and 
across  Battlefield  Operating  Systems  (vertical).  These  exercises,  derivative  of  the  Tables, 
are  defined  as  Mcxlules.  Knowing  what  the  more  difficult  staff  team  tasks  are  when 
executing  a  particular  Table,  |those  staff  exercises  (Modules)  could  be  "canned"  by  the 
Proponent  from  the  "a  way"  execution  of  the  Table  to  be  available  to  be  recommended  as 
remedial  small  team  training  after  the  "your  way"  AAR.  Fen'  example,  knowing  that 
synchronization  of  direct  and  incprect  fires  is  difficult,  part  of  the  design  of  the  Battalion  TF 
Defense-Execution  Table  could  |be  a  prepackaged  exer  cise  in  coordination  to  synchronize 
direct  and  indirect  fires  prepar^  in  advance  based  on  the  "a  way"  Table.  When  that 


anticipated  lack  of  coordination  is  raised  in  the  "your  way"  AAR,  there  would  be  a  remedial 
exercise  (Module)  immediately  available  to  recommend  for  small  team  training, 

•  It  sliould  be  apparent  that  TES  technologies  permit  substantial  changes  in  the 
purpose  ard  the  process  of  AARs.  AAR  change  in  turn  will  stimulate  new 
requirements  for  training  suppon.  As  new  capabilities  are  realized,  new 
requirements  develop.  Now  that  it  is  possible  to  observe  acdvides  from  any 
point  on  the  entire  batdefield  at  any  time  in  virtual  simuladon,  new  tasks  and 
standards  seem  inevitable.  Much  more  batdefield  acdvity  can  be  observed  and 
recorded.  All  of  the  analogies  to  the  use  of  television  in  nadonal  sports 
coverage  now  apply  to  combat  unit  training.  Instant  Replay  and  Fast  Forward 
seem  to  offer  promise  as  the  dominant  training  support.  The  opporturdty  to 
"what  iT  altemadve  staff  recommendations  and  acdons  is  a  very  powerful 
training  tool,  as  is  the  opportunity  to  accelerate  time  to  see  differential 
outcomes.  These  applicadons,  albeit  powerful,  are  not  remarkable.  They 
respond  to  logical  requirements  embedded  in  tradidonal  unit  staff  training.  It  is 
different,  however,  with  vertical  training  when  events  occurring  on  different 
planning  cycles  and  response  dmes  need  to  be  brought  together  in  time  to 
permit  the  AAR.  Vertical  BCST  promises  to  produce  entirely  new  training 
support  requirements. 


1  ^  Allematives  for  individual  staff  officer  and  small  staff  team  training  are  discussed  at  greater  depth  in 
Cluster  S. 
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APPENDIX  2.1-ENCLOSURE 
BATTLE  STAFF  INTEGRATION! 


Olmstead's  study  of  the  battle  staff  team  as  a  unified  integrated  system  is  central  to 
the  development  of  the  Staff  Task  Proficiency-Battle  Staff  Effectiveness  model  proposed  in 
this  Paper.  For  that  reason,  the  Executive  Summary  of  his  effort  is  reproduced  in  its 
entirety*. 

The  subject  of  this  paper  is  organizational  effectiveness  and,  more 
specifically,  some  important  human  factors  that  contribute  to  the  combat 
effectiveness  of  large  milit^  organizations.  These  particular  human  factors 
are  centered  in  the  collective  and  integrated  judgments  and  actions  of  key 
unit  personnel  who  comprise  "the  battle  staff,"  the  command  and  control 
personnel  vnthin  a  unit  The  competence  of  a  battle  staff  in  performing  its 
essential  functions  as  a  unified,  integrated  system  can  be  a  major 
determinant  of  combat  effectiveness.  Today,  there  is  mounting  evidence 
that  maximum  effectiveness  can  be  achieved  only  when  a  battle  staff 
addresses  directly  the  qualip'  of  its  org^zational  functioning  and  develops 
cq)abilities  that  will  enable  it  to  maintain  functivuial  integrity  under  the  stress 
of  battlefield  pressures. 

This  paper  sets  forth  a  sound,  research-based  conceptual  framework  for 
understanding  and  addressing  battle  staff  functioning  and  its  relationship  to 
the  effectiveness  of  combat  organizations;  it  also  provides  practitioners 
(military  leaders,  trainers,  and  pc^oimance  analysts)  with  concrete  guidance 
for  implementing  the  concepts  so  as  to  develop  and  direct  effective  battle 
staffs. 

A.  DESCRIPTION  OF  THE  BATTLE  STAFF 
The  noodem  battlefield  is  characterized 

(1)  Extreme  rapidity  of  critical  events. 

(2)  Ifigh  levels  of  turbulence. 


!  Josq)h  A.  Olnursad,  Battle  Staff  Integration,  IDA  P^ter  P-2S60,  February  1992,  pp.  Sl-6. 

*  Note  that  development  of  individual  staff  officer  tactical  and  technical  competence  is  assumed  to  be 
necessary  but  is  not  presented  as  a  pacing  problem  in  Olmstead's  work.  Recent  research  by  ARI 
Benning  portrays  substantial  problems  in  staff  officer  proficiency  in  a  limited  sample  of  AC  units. 
This  work  is  cited  in  App.  6.1.  Chapter  5  addresses  individual  and  small  staff  team  proficiency  in 
detail 
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(3)  Increasingly  unpredictable  combat  environments. 

(4)  Increasingly  complex  combat  operations. 

To  be  effective  under  such  conditions,  combat  units  must  possess 
otganuadonal  capabilides  tc : 

(1)  Search  out,  accu.^ately  idendfy,  and  correedy  interpret  the 
propeides  of  operadonal  situadons  as  they  develop. 

(2)  Solve  problems  as  they  occur  within  the  context  of  rapidly 
changing  situadonal  demands. 

(3)  Generate  flexible  decisions  relevant  to  changing  situadons. 

(4)  Cope  with  shifting  situational  demands  with  precise 
appropriateness. 

Members  of  the  batde  staff  p^orm  all  funedons  needed  to  provide  direcdon 
to  the  unit  and  to  maintain  unit  aedvides  at  high  levels  of  effeedveness.  The 
interacdon  whereby  informadon,  decisions,  and  acdons  are  brought  into 
conjunction  involves  a  complex  interplay  between  levels  in  the  chain  of 
command.  The  constant  interplay  dtat  occurs  is  the  essence  of 
organizational  functioning. 

B.  BATTLE  STAEF FUNCTIONS  AND  INTEGRATION 

The  discussion  of  the  batde  staff  functioning  and  integration  begins  with  a 
survey  of  the  OTgaruzadonal  literature  and  the  thecries  and  concepts  relevant 
to  military  organizations.  An  open  system  approach  to  milit^  units  is 
found  to  Ire  the  nrest  practicable  approach  f^T  understanding  and  improving 
battle  staff  performance.  According  to  open  systems  theory,  an 
organization  is  an  adaptive,  equilibrium-seeking,  open  system,  and  the 
processes  through  which  adaptation  occurs  are  significant  subjects  for 
attention. 

Battle  staff  integration  .  closely  related  to,  if  not  identical  with, 
"teamwork."  Accordingly,  it  seems  most  practicable  to  develop  an 
approach  to  battle  staff  integration  within  the  context  of  teamwork.  A 
unique  feature  of  the  battle  staff  as  a  team  is  that,  at  one  time  or  another  and 
to  some  degree,  any  and  all  of  its  functions  may  be  performed  by  one  or 
every  member,  either  individually  or  collectively.  Integration  occurs  when 
members  are  committed  and  hold  shared  values  and  common  norms  about 
the  performance  of  their  respective  roles. 

Requirements  for  effective  battle  staff  functioning  include  tire  following: 

(1)  Role-Specific  Individual  Skills-the  skills  required  to  perform  those 
activities,  specific  to  the  respective  battle  staff  roles  and  which  are 
performed  ii^ependendy  of  other  team  nrembers.  Although  sn  element 
of  all  battle  staff  role  definitions,  coonlinative  skills  are  not  "individual 
skills." 

(2)  Team-Performance  Sldlls-the  skills  needed  to  execute  activities/actions 
tiiat  are  performed  in  response  to  the  actions  of  other  team  members  or 
that  guide/cue  the  actions  of  other  team  members.  Altho:;gh  they  are 
tile  stalls  of  individual  members,  they  contribute  to  the  performance  of 
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team  functions.  In  effect,  these  are  the  skills  of  coordinadbn.  They  are 
skills  that  must  be  perfoimed  by  the  reveral  battle  staff  members  to 
ensure  that  everyone  is  kept  informed  and  that  all  activities  mesh 
efficiently.  Included  are  skills  required  to  execute  the  various 
processes  subsumed  under  organizadonal  conq)etence. 

(3)  InU.gradon~the  force  which  melds  the  roles,  atdtudes,  and  aedvides  of 
batde  staff  members.  Integradon  refers  to  the  cohesion  of  the  batde 
staff  as  a  group.  Cohesion  produces  a  coincidence  of  the  psychological 
fields  of  members.  This  shared  perspective  is  "batde  staff  integration." 

C.  OPERATIONAL  MODELS  FOR  AN  EFFECTIVE  BATTLE  STAFF 

Two  models  are  presented  that  compose  an  operational  framewoiic  for 
developing  effective  battle  staffs,  an  operational  model  for  Organizational 
Osmpetence  and  a  model  for  Battle  Staff  Integration. 

The  essential  processes,  or  functions,  of  Organizational  Competence  are; 

(1)  Sensing— the  acquisition  of  information  concerning  critical 
environments,  both  external  and  internal,  which  are  significant  for  the 
effective  accomplishment  of  objectives;  (2)  Communicating  information 
sensed;  (3)  Decisionmaking;  (4)  Stabilizing-taking  action  to  adjust  internal 
operations  to  maintain  staMlity  and  functional  integration  within  the  unit; 
(S)  Communicating  (requirements  for)  implementation;  (6)  Coping  actions-- 
execution  of  required  actions;  (7)  Feiulback-assessing  the  effects  of  prior 
actions  through  further  sensing. 

The  essence  of  Competence  is  quality— how  well  the  processes  are 
performed.  Thus,  Organizational  Competence  is  die  quality  of  performance 
of  a  unit's  command  and  control  system. 

Batde  staff  integration  should  cxeur  (1)  when  organizational  conditions  are 
conducive  to  cohesion  and  teamwenk,  and  (2)  if  developmental  activities 
within  the  unit  are  designed  to  propagate  high  skill  levels,  stable  team 
norms,  and  strong  values  for  teamwork. 

Necessary  Organizational  Conditions  include  (1)  a  clear  role  system, 

(2)  common  superordinate  goals,  (3)  a  system  of  rewards  for  teamwork, 
and  (4)  a  stable  and  efficient  organizational  system.  Necessary 
Developmental  Activities  include  (1)  cognitive  role  training  (individual), 
(2)  battle  staff  experiential  training  (team),  (3)  unit  operation^  training,  and 

(4)  shared  success  experiences. 

Organizational  conditions  conducive  to  teamwork  and  cohesion  are  products 
of  the  organizatiem  and  its  leaders.  When  necessary  develc^mental  activities 
are  conducted  within  an  organizational  context  characterized  by  the  above 
conditimis,  it  can  be  expected  that  battle  staff  integration  will  be  maximized. 

D.  IMPUCATIONS  OF  IMPLEMENTING  THE  MODELS 

The  implications  of  implementing  Organizational  Competence  and  Battle 
Staff  Integration  are  many. 
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The  development  of  Competence  within  a  battle  staff  can  be  expected  to 
result  in  (a)  a  more  smoothly  functioning  command  and  control  system; 
(b)  adjustment  of  the  unit  to  changes  in  the  tacdcal  environment  with  a 
minimum  of  error,  lost  motion,  or  wasted  effort;  and  (c)  maintenance  of 
higher  levels  of  unit  effectiveness  under  the  pressures  of  combat 

Unit  effectiveness  can  be  enhanced  by  improved  Competence  and 
Ditegradon  through  the  following: 

(1)  0(ganizati(»uil  Analyses 

(2)  Qtgamzational  Design 

(3)  Training  and  Development 

^th  respect  to  organizational  analyses,  the  concepts  subsumed  under 
Organizational  Competence  offer  potendd  for  diagnosis  of  organizadonal 
fiuicdoning  and  for  the  conecdon  of  dysfiincdonal  aspects. 

With  reference  to  organizadonal  design,  the  way  in  which  an  organipdon  is 
structured  and  roles  are  defined  can  have  far-reaching  implicadons  for 
process  perfoimance.  This  is  especi^y  true  for  combing  arms  task  forces 
and  odier  task  forces  that  may  be  uniquely  designed  for  special  missions  or 
purposes. 

For  .raining  and  development,  the  central  issue  involves  how  well  the 
pocesses  are  executed  and  how  they  are  coordiiuted  to  produce  integrated 
battle  staff  and  organizadonal  performance. 

The  development  of  Competence  should  begin  with  training  in  conceptual 
anal]^ses  of  Conq>etence  and  its  components,  acctmipanied  ^  cognidve  skill 
training  in  crmtrolled  classroom  settings.  Following  cognidve  sloU  training, 
experiendal  training  is  the  techidque  of  choice.  Here,  methods  such  as  role 
playing  and  simuladon  can  povide  opportunides  for  personnel  to  vividly 
experience  the  results  of  their  acdons  upon  other  battle  staff  members  as 
ww  as  upon  the  outcomes  of  exercises. 

Implications  for  leaders  are  also  addressed.  Whether  a  battle  staff  will 
develop  into  an  integrated  team,  with  the  Conqretence  needed  to  make  it 
effective,  will  depend  largely  on  the  nature  of  the  leadership  available  to  it 
Successful  leadership  will  develop  a  battle  staff  capable  of  dealing 
effectively  widi  a  range  of  operation^  problems  and,  in  action,  encourage 
the  growth  of  a  team  that  can  integrate  diverse  elements  into  a  unified 
^tem.  In  short,  a  principal  requirement  for  batde  staff  leaders  is  to  create 
orgaiuzadonal  conditions  that  are  conducive  to  effective  performance,  b 
general,  the  commander's  goals  in  developing  a  battle  staff  should  be  the 
ttansmissioti  of  knowledge,  the  inculcation  of  skills,  and  the  cultivation  of 
teamwork.  This  involves  training  battle  staff  members  in  tiieir  respective 
role  requirements,  while  teaching  them  to  concentrate  on  solving  mutual 
problems  rather  than  merely  protecting  private  juiisdictitms. 

The  effectiveness  of  a  battle  staff  is  determined  by: 
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(1)  The  sldlls  of  each  member  in  performing,  both  individually  and 
collectively,  the  various  organizational  processes  dictated  by 
q)erational  and  task  demands,  and 

(2)  Battle  staff  Integra  don-the  extent  to  which  the  roles,  perceptions, 
motivations,  and  acdvides  of  all  battle  staff  members  are  melded  into  a 
unified  whole. 


The  ultimate  pay-off  in  battle  staff  competence,  integration,  and 
effectiveness  can  be  achieved  only  through  experience  and  practice  in 
performing  together  2&  a  team  under  conditions  that  are  most  conducive  to 
learning. 


It  is  important  to  note  that  Integration  alone  will  not  produce  effectiveness. 
It  only  supports  and  sustains  Competence,  which  is  qualitative  proficiency 
in  the  poformance  of  cridcal  organizational  functions.  On  the  other  hand. 
Competence  without  Integration  can  be  a  very  tenuous  attribute,  subject  to 
dissolution  by  all  of  the  tensions  and  pressures  that  may  arise  from  highly 
turbulent  and  stressful  environmental  conditions.  Botii  Competence  and 
Integration  are  essential  for  maximum  organizational  effectiveness. 

E.  CONCLUSIONS 

A  battle  staff  is  a  role  system,  driven  and  controlled  by  operational  (task) 
demands  and  maintained  by  shared  values  and  norms.  The  "roles”  of  the 
system  are  the  official  positions  occupied  by  members  of  the  battle  staff, 
together  with  both  the  formal  duties  and  informal  expectations  associated 
with  each  position.  Integration  is  the  melding  of  the  activities  of  members 
through  norms  and  values  shared  by  members  of  the  batde  staff. 

Battle  staffs  function  in  highly  "emergent”  situations  of  the  modem 
battlefield.  This  functioning  requires  at  least  the  following: 

(1)  Role-Specific  Individual  Skills 

(2)  Team  Performance  Skills 

(3)  Integration. 

Both  Role-Specific  Individual  Skills  and  Team  Performance  Skills  are 
trainable  and  are  susceptible  to  improvement  through  exposure  to  formal 
individual  and  team  training  progia^.  On  the  other  hand.  Integration  is  an 
attribute  of  a  team,  and  when  present  in  appropriate  amounts,  it  enhances 
unity  within  the  system  and  focuses  individual  and  team  skills  upm  the  task 
requirements  of  the  system.  Under  current  world  conditions,  the  survival 
of  an  organization,  whether  military  or  civilian,  requires  fine  sensitivity  to 
the  often  subtle  cues  that  presage  change,  the  ability  to  read  such  cues 
proi^tly  and  interpret  them  accurately,  and  the  capacity  for  rapid  but 
efficient  modification  of  internal  qierations  so  that  new  developments  can 
be  met  and  mastered~as  they  arise.  Inadequacy  in  these  capabilities  can 
result  in  failure  or  even  destruction  of  the  organization. 
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Selection  of  tasks  for  BCST  is  a  real  chaUenge.  There  has  not  been  the  same 
training  development  of  staff  tasks  as  there  has  been  for  individual  and  collective  task 
training  in  small  units.  This  snould  not  be  surprising.  Good  Platoons  and  Conqianies  are 
the  strengdi  of  any  anny,  improvement  there  should  be  first  priority.  It  was  and  they  reflect 
it  The  Platoon  and  Company  ARTEP-MTP  for  maneuver  units  demonsttates  rigorous 
thought  as  to  what  die  individual  task  should  be  at  each  Skill  Level  for  the  Enlisted  Pome. 
Then  considerable  effort  was  devoted  to  matching  skill  proficiencies  at  each  level  with  the 
collecdve  task  requirements  for  winning  tactical  mission  proficiency  at  Platoon  and 
Company.  This  all  was  exceedingly  well  done.  Unfortunately,  the  same  attention  was  not 
devoted  to  the  preparation  of  battalion  staffs.  Some  task  lists  and  training  programs  have 
been  developed  but  not  as  an  integrated  effort  It  i«  fair  to  assert  that  more,  much  more, 
time  and  effort  have  been  expended  on  training  enlisted  Dragon  gunners  than  on  training 
primary  staff  officers  in  the  detailed  execution  of  their  job  tasks.  There  has  been  virtually 
no  training  development  for  small  staff  teams  such  as  the  S2,  S3,  FSO.  This  is  all  in  the 
process  of  change  due  largely  to  excellent  Training  Effectiveness  Analysis  of  staff  training 
at  die  Combat  Training  Centers.  But  there  is  litde  available  today. 

An  approach  was  required  both  for  both  task  development  and  the  staff  training 
strategy  itself.  The  purpose  of  this  Appendix  is  to  describe  the  approach  taken  for  task 
development  for  Staff  Task  Proficiency,  individual  and  smaU  team  tactical  and  technical 
ctnnpetence.  Detailed  tasks  are  discussed  in  App.  2.3,  MOP/MOE  Development 

Several  training  development  approaches  were  considered  initially. 

Alternative  A:  Review  and  use  or  conduct  fiont  end  analyses  of  individual  and 
team  competencies  required  including  BOS  functional  (vertical  and  horizontal)  and  Battle 
Staff  Effectiveness  proficiencies.  The  challenge  is  to  select  tasks  fiom  work  done  by  the 
training  development  process  in  TRADOC  (SM,  ARTEP-MTP)  and  individual  ARI  Field 
Units,  then  build  die  Tables  to  train  these  tasks  to  proficiency. 
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Alternative  B:  There  is  an  alternative  to  building  Tables  by  aggregating 
individual  tasks.  This  alternative  is  enabled  by  virtual  simuladon,  which  pennits  learning 
while  "warfighting."  The  alternative  is  to  "build"  from  back  (aAR)  to  front  (Table)  by 
ensuring  that  the  appropriate  MOE/MOP  reflecting  important  tasks  are  included  in  the  AAR. 
Then  design  the  Tables  to  train  to  the  AAR.  Essential  task  proficiency  should  "fall  out”. 

Alternative  C:  A  combination  of  the  above.  Conducting  "warfighting"  in 
simulation  drawing  heavily  on  experiential  data  developed  at  the  CTC  such  as  the  ARI- 
POM  Combined  Arms  Battle  Tasks  to  build  from  back  to  front 

Alternative  C  was  selected  as  the  approach  because  it  advantaged  the  new 
capabilities  of  virtual  and  constructive  simulation  and  partially  con^nsated  for  scanty  staff 
training  development  The  development  focus  became  entirely  one  of  disaggregating 
desirable  outcomes  rather  than  building  from  "eaches”  in  the  intent  that  the  whole  would  be 
at  least  equal  if  not  vaon  than  the  sum  of  the  individual  task  "parts." 

The  next  challenge  was  to  structure  the  broad  franowworic  for  the  objective  AAR 
since  the  AAR  was  determined  to  be  "critical  path"  for  creating  BCST.  Specific 
development  steps-plarmed  and  subsequently  executed— were; 

•  Determine  the  Staff  Task  ProSciency-Battalion  (horizontal)  and  BOS  (vertical) 
tasks-and  Battle  Staff  Effectiveness  tasks  to  be  trained.  Candidate  sources 
are:  the  ARTEP  71*2  MTP  for  the  heavy  Battalion  Task  Force,  ARI  POM 
(Combined  Arms  Battle  Tasks),  and  ARI  Leavenworth  (ACCES)  staff 
coordination  tasks. 

•  Develop  the  Measures  of  Performance  (MOP)  and  Measures  of  Effectiveness 
(MOE)  associated  widi  the  Tasks-both  horizontal  and  vertical  This  vrill  be  an 
iterative  process  drawing  on  the  Ft  Leavenworth  tactical  command  course  task 
lists,  ARI  expertise,  and  Proponent  experience.  After  broad  MOP/MOE  are 
stated,  highly  detailed  MOP  and  MOE  can  be  related  specifically  to  execution 
of  a  "school  solution"  or  "a  way"  "warfight"  or  Table  structured  to  ensure  that 
the  desired  MOP/MOE  are  created. 

•  Design  the  AAR  for  Unit  Training  Assembly  (UTA)  length  Basic  Coordination 
Tables  both  vertical  and  horizontal 

While  development  could  not  await  a  new  comprehensive  detailed  front  end 
analysis,  there  was  a  need  to  start  vrith  a  task  list~as  a  "checklist"  for  overall  AAR 
development  Sevei^  general  (not  staff  specific)  task  lists  are  available: 

•  The  baseline  source  for  Battalion  development  is  the  ARTEP  71-2-MTP, 
Mission  Training  Plan  for  The  Tank  and  Mechanized  Irfantry  Battalion  Task 
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Force,  October  1988.  This  document  is  based  on  extensive  research  within 
TRADOC,  including  extensive  obseivation  at  the  CTC,  particularly  the 
National  Training  Center.  The  source  data  arc  now  some  five  years  old.  This 
is  an  excellent  document  but  it  is  difficult  to  establish  linkages  from  task  to  task 
in  mission  execution.  Tnere  is  no  structured  sequencing  or  linking  of  tasks 
nor  were  there  ties  to  organizational  effectiveness-Battle  Staff  Effectiveness. 
Many  of  these  shortcomings  were  corrected  in  an  ARI  effort  to  draw  on 
experience  at  the  Combat  Training  Centers,  specifically  the  NTC. 

•  An  ongoing  assessment  process  of  CTC-NTC  training  was  established  at  ARI- 

POM  under  the  supervision  of  the  trainers  at  Ft  Leavenworth  (CAC-T)  with  a 
General  Officer  Steering  Committee.  A  major  product  of  this  assessment 
process  is  the  formulation  of  Combined  Arms  Battle  Tasks.  These  Banle 
Tasks  are  in  the  process  of  publication  in  mid  1992.  The  following  description 
is  extracted  from  the  Combined  Arms  Battle  Tasks-Battalion  Task  Forcc- 
Defend:  I 

Combined  Arms  Battle  Tasks  ' 

i 

...battle  tasks  are  organized  by  Battlefield  Operating  Systems  (command 
and  control,  intelligence,  maneuver,  fire  support,  air  defense,  engineering, 
and  combat  service  support)  within  the  battle  flow  framework  of  plan, 
prepare,  execute.  This  book  contains  critical  combined  arms  battle  tasks 
that  contribute  to  mission  accomplishment 

The  methodolo^  used  to  identify  these  battle  tasks  was  based  on  an 
extensive  collective  front-end  analysis  which  drew  on  doctrinally  identified 
activities  as  a  starting  point.  Additional  task  lists  were  developed  by 
military  SMEs  at  the  NTC,  the  Combined  Arms  Center-Training  (CAC- 
ThlG),  the  Infantry  and  Armor  Schools,  and  selected  FORSGOM  units. 

These  lists  were  then  carefully  merged,  reviewed,  and  refined  by  military 
SMEs.  The  produa  of  that  effort  became  the  series  of  combined  arms  battle 
task  books. 

Organization 

Hfieen  mission  books  were  developed  reflecting  the  three  echelons  and  five 
mission  types.  These  books  are  organized  into  a  battle  flow  framework 
which  identifies  mission  phases,  segments,  and  tasks,  each  with  a  specific 
purpose  and  observable  outcome. 

Phases 

The  battle  flow  framework  delineates  three  phases  -  planning,  preparation, 
and  execution-that  correspond  to  the  flow  of  a  specific  mission.  A  fourth 
phase»common— represents  those  activities  which  are  continuous 
throughout  the  mission.  The  planning  phase  begins  when  the  unit  receives 
a  mission  warning  order  from  its  higher  headquarters  and  ends  with  the 
presentation  of  the  unit  Operation  CMer.  The  preparation  phase  begins 
following  the  OPORD  and  continues  until  movement  from  the  assembly 
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area  starts.  The  execution  phase  is  initiated  when  the  attacking  force  begins 
movement  forward  from  the  assembly  area  and  continues  until  a  new 
mission  is  given  the  unit 

Segments 

The  phases  of  planning,  preparation,  and  execution  are  further  subdivided 
into  nine  supplementary  segments,  each  defined  by  a  purpose  and  objective. 
Ihis  was  done  to  facilitate  the  organization  of  like  and  supporting  aedvides 
which  occur  in  a  generally  sequential  fashion  through  each  mission.  These 
segments  are  stat^  below. 

The  planning  phase  has  four  segments: 

Concepdon-understanding  the  assigned  mission; 

Analysis-initial  Batdefield  Operadng  System  planning  and  idendfica- 
don  of  resources; 

Integradon— the  coordination  of  all  available  resources  into  a  single 
pac^ge;  and 

Qider-presentadon  of  the  complete  plan  to  subordinates. 

The  preparadon  phase  has  two  simultaneous  segments: 

Readiness-the  physical  preparation  of  personnel,  equipment,  and 
weapons  for  combat; 

Supervisi(Hi-the  leaders  effoits  to  confirm  combat  readiness. 

The  execudon  phase  consists  of  three  sequential  segments  which  are 
determined  by  the  attacking  force: 

Movement-movement  from  die  assembly  area  to  the  Line  of  Departure; 
Maneuver-rtxrvement  forward  of  the  Line  of  Departure; 
Objecdve-acdons  within  the  objeedve  area. 

Condidons 

Mission  specific  condidons  were  developed  for  each  phase  segment  Since 
the  mission  drives  the  application  of  individual  tasks  and  the 
accomplishment  of  those  tasks  must  occur  to  meet  mission  requirements,  it 
was  necessary  to  develop  condidons  within  the  batde  flow  framework.  For 
example,  the  task  of  Issue  an  Operadons  Order  must  be  dmely,  complete, 
and  address  the  mission,  but  is  issued  without  regard  to  surrounding 
terrain.  Phase  segments  b«ame  the  organizational  level  at  which  condidons 
were  constructed  because  of  their  clear  functional  definition  which  provided 
the  structural  foundation  for  task  clusters. 

Batde  Task 

The  critical  aedvides  that  must  be  accomplished  to  ensure  mission  success 
are  iendfled  as  batde  tasks.  In  this  document  they  have  been  structured 
and  organized  to  provide  maximum  training  utility. 
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Standards 

Battle  tasks  are  spe^c  acdvides  that  must  be  conducted  to  ensure  mission 
success.  Each  ta^  is  composed  of  an  overall  task  standard  and  subordinate 
observable  standards.  In  cases  where  the  task  is  sufficiendy  complex, 
subtasks  are  included  with  specific  standards.  The  overall  task  standard  is 
stated  in  terms  of  the  desired  outcome.  Subordinate  observable  standards 
provide  specific  criteria  which  must  occur  for  the  standard  to  be  met. 

Sequencing 

Battle  tasks  ate  sequendally  organized  within  the  batde  flow  framework.  In 
the  planning  phase,  for  example,  the  tasks  generally  follow  the  steps 
outlmed  in  Ae  standard  Army  Troop  Leading  Procedure.  Logically,  the 
task  Issue  the  Warning  Order  must  occur  before  the  task  Issue  the  Operation 
Order.  In  addition,  some  tasks  are  done  at  the  same  dme,  such  as  Issue  the 
Opoadons  Order  and  Graphically  Illustrate  the  Scheme  of  Maneuver.  Other 
tasks,  such  as  Maintain  C^ratioual  Security,  are  conducted  continuously 
and  were  placed  in  the  common  phase  in  accordance  with  their  ongoing 
nature.  All  the  mission  battle  tasks  for  each  mission  were  sequenced  in  this 
manner. 

Linkages 

Task  linkages  were  constructed  in  a  fashion  similar  to  an  electronic  circuit 
board  to  illustrate  functional  relationships  between  activities.  In  the 
planning  phase,  this  structure  demonstrates  the  integrating  network  between 
tasks,  while  in  the  execution  phase  it  shows  the  synchronization  necessary 
for  mission  success.  In  doing  so,  it  provides  a  clear  picture  of  the 
interactive  and  supporting  nature  of  all  the  battle  tasks  throughout  the 
mission. 

Synchronization 

The  task  linkage  structure  serves  as  the  synchronizing  framework  for  all 
battle  tasks  in  a  mission.  Not  only  are  these  tasks  interactive  at  a  specific 
echelon  and  mission,  but  this  linibige  also  enables  the  tasks  to  be  tied  to 
higher  and  lower  echelon  activities,  as  well  as  specific  functional  areas  such 
as  mortars.  Hnally,  battle  tasks  can  be  cross-walked  with  other  appropriate 
training  documents,  such  as  Mission  Training  Plan  (MTP)  tasks,  to  provide 
additional  focus  to  unit  section  training. 

•  A  third  alternative  for  focusing  the  AAR  was  use  of  the  ACCES  methodology 
developed  by  ARI  Leavenworth.  While  ACCES  provides  clearly  useful  ways 
to  assess  battle  staff  command  and  control  such  as  an  excellent  checklist  and 
evaluation  methodology  for  reviewing  information  flow  to  and  from  the 
Division  Staff,  ACCES  is  wholly  process-oriented.  For  a  more  complete 
description  of  ACCES,  see  Enclosure  1.  Tactical  Engagement  Simulation 
(TES)  virtual  simulation  applied  at  the  brigade  and  battalion  echelons  permits 
training  and  evaluation  to  specific  desired  battle  outcomes.  Success  or  failure 
in  executing  battle  tasks  is  evident.  To  be  credible  with  the  user,  and  to 
advantage  the  technology  of  TES,  the  primary  MOE/MOP  should  be 
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achievement  of  explicit  tasks  across  the  Battlefield  Operating  Systems.  Thus, 
while  ACCES  seems  clearly  useful  as  a  command  and  control  measurement 
system,  particularly  at  division  and  above,  it  is  not  suited  as  a  task  inventoiy 
for  horizontal  and  vertical  BCST  across  all  seven  BOS. 

Therefore  I  select  the  Combined  Arms  Battle  Tasks  supplemented  where 
appropriate  by  ARTEP  71-2-MTP  as  the  task  list  for  design  of  the  AAR.  ACCES 
methodologies  will  be  useful  for  assessing  Battle  Staff  Effectiveness,  particularly 
organizational  conqwtendes  as  defined  by  Olmstead. 

There  is  one  remaining  potential  conflia  in  approaches.  That  relates  to  the  overall 
organization  of  the  BCST  process.  ARI  Leavenworth  sees  many  battle  staffs  overly 
focused  on  the  traditional  staff  planning  process  to  the  detriment  of  other  equally  inqx)rtant 
coincident  responsibilities  of  monitoring  and  directing.  The  new  draft  FM 101-S  addresses 
plaiuiing,  monitoring  and  direedng-often  simultaneously.  Multiple  virtually  simultaneous 
missions  are  certain  to  remain  characteristic  of  the  Airland  Battle  battlefield.  The  ARI 
POM  Combined  Arms  Battle  Tasks  divide  BCST  into  Planning,  Preparing  and  Executing 
in  sequence-phases  "...  that  correspond  to  the  flow  of  a  specific  mission."  This  method  is 
particularly  useful  for  training  the  employment  and  synchronization  of  BOS.  Both  address 
the  range  of  tasks  necessary  to  be  mastered  for  successful  BCST.  I  suspect  any  difference 
in  approach  may  be  grounded  in  the  ARI-POM  focus  on  the  NTC  where  for  very  valid 
reasons  there  is  a  sequential  presentation  of  unit  missions  separated  by  AAR.  Both  ARI 
Leavenworth  and  ARI  POM  are  correct  BCST  AAR  for  training  development  should 
require  both  simultaneous  and  sequential  unit  missions.  Monitoring,  Plarming,  and 
Directing  of  multiple  missions  will  be  required  while  the  Plan,  Prepare,  and  Execute 
sequence  of  individual  missions  is  under  way.* 


The  padi  for  development  of  horizontal  BCST  at  Battalion  is  clear.  The  Combined 
Arms  Battle  Tasks  are  a  reasonable  and  authoritative  frameworit  for  developing  the  MOP 
and  MOE  for  BCST  AARs.  And  the  majority  of  these  tasks  can  be  trained  in  SIMNET. 
All  tasks  can  be  trained  if  several  product  improvements  are  made  to  existing  SIMNET. 
See  Inclosure  2  Combined  Anns  Battle  Task  Training  in  SIMNET.  Product  iinprovemcnts 


*  TCDC  is  concemed  that  BCST  training  for  multiple  missints  belo'v  Division  echelon  is  not  possible. 
StaCGt  are  too  thin.  Ltr,  Cbl.  Daniel  E.  Butler  to  Author.  3  September  1992.  This  is  not  an  either/or 
issue.  Geariy  Plan,  Piq>aie,  Execute  must  be  mastered  first  at  the  Brigade/Battalion  echelons.  Then 
training  shoi^  continue  so  ^  unit  staff  can  handle  multiple  missions  characteristic  of  Airland  Battle 
particuLnly  at  Brigade  and  above.  The  Concept  Based  Requirements  System  should  stimulate  review  of 
this  issue  in  the  CTC.  The  organizational  staff  structure  coi'Jd  be  increased;  the  tempo  of  doctrine 
reduced,  etc. 
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in  Manned  and  IFOR(SAFOR)  capability  would  be  best  MCC  (AFOR)  additions  will 
permit  appropriate  training  to  occur.  See  Enclosure  Combined  Arms  Battle  Task  Training 
in  SIMNET.  Although  Brigade  Task  Force  BCST  is  more  complex  than  BCST  at 
Battalion,  the  methodology  outlined  above  should  transfer.  More  complex  combined  arms 
tasks  wiU  be  required  at  Brigade.  They  should  evolve  as  CTC  focus  rises  from  Battalion  to 
Brigade. 

The  approach  is  less  clear  for  the  vertical  BCST.  There  appear  to  be  few  good 
layouts  of  vertical  BOS  requirements.  Intelligence  has  a  useful  unit  intelligence  assessment 
noethodology  prepared  by  ARI  Huachuca.  Support  has  the  Hre  Coordination  Exercise 
which  is  useful  as  an  initial  task  structure.  Both  of  these  can  be  expanded  initially  as  an 
adjunct  to  Battalion  horizontal  BCST.  This  is  discussed  in  a  separate  paper  Vertical 
BCST-Rre  Support  General  Principles,  App.  1.3. 

Hie  last  step  is  to  consider  training  of  Staff  Task  Proficiency-individual  staff  tasks 
(S*3,  S-2,  etc.)  and  the  small  team  tasks  (such  as  S-3,  S-2  coordinating  an  effective 
Reconnaissance  and  Surveillance  Plan)  as  well  as  the  Battle  Staff  Effectiveness  tasks- 
Organizational  Competence:  sensing,  communicating  information,  decision  making, 
stabilizing  communicating  implementation,  coping  actions  and  feedback.^  Recalling  that 
the  basic  decision  in  selecting  Alternative  C  above  was  to  focus  on  working  back  from 
warfighting  tasks  developed  as  "pan  and  parcel”  from  the  AAR,  existing  training 
documentation  appears  to  be  sufficient' 

•  Individual  Staff  Officer  Tasks  are  listed  primarily  but  not  exclusively  in  the 
Planning  segment  of  the  Battle  Flow  Framework  in  the  ARI-POM  Combined 
Arms  Battle  Tasks.  These  tasks  are  supplemented  by  specific  staff  position 
tasks  in  the  Mission  Training  Plan  71-2.  For  example,  see  "Perform  S3 
operations"  (Task  7-1-3902).  The  subtasks  and  standards  are  quite  specific. 
For  example: 

”3.  S3  section  collects  informaticMi  and  updates  estimate. 

a.  Estimate  is  correct  and  current,  and  contains  friendly  status 

iiiq)acting  on  the  operation  from- 

•  Brigade-higher  situation. 

•  Combat  trains-combat  status  of  battalion. 

•  Hre  supped  status. 


2  Olmstead,  Joseph  A.,  Battle  Sicff  Integration,  IDA  Paper  P-2560,  February  1992,  p.  V-3. 
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•  Supporting  CS  elements-combat  status. 

•  Adjacent,  forward,  and  supporting  combat  units-ovcrall 

situation  and  status. 

•  S2  provides  enemy,  terrain,  and  weather  information. 

b.  Estimate  is  initially  updated  within  IS  minutes  and  completed 
before  the  Commander's  war  gaming.^" 

•  Small  Team  Tasks  are  suggested  primarily  in  the  Combined  Arms  Battle  Tasks 
which  specify  the  coordination  which  must  occur  cross  BOS  in  Planning, 
Preparation,  and  Execution  to  warfighting  success.  These  tasks  have  to  be 
accomplished  in  order  for  the  commander's  plan  to  be  successful.  Success  or 
failure  in  performance  of  tiiese  tasks  will  faU  out  of  the  AAR  process  provided 
tile  MOP/MOE  are  sufficiently  detailed. 

•  Battle  Staff  Effectiveness  processes  are  defined  and  suitable  documentation 
provided  for  further  training  development  work  in  Olmstead's  work.  For 
example,  the  following  are  provided  as  an  initial  Process  Assessment 
worksheet* 

"SENSING 

1.  All  information  that  might  have  been  available  to  the 
organization  was  obtained  ^  it 

2 .  Attempts  to  obtain  infomiation  were  relevant  and  effective. 

3.  Correct  interpretation  was  placed  upon  information  that  was 
obtained.  * 

4.  In  view  of  the  information  available  to  the  or.^zation,  correa 
assessments  were  made. 

I 

I 

5.  Acquired  information  was  processed,  integrated,  recorded  and 
stor^  so  as  to  have  maximum  utility."^ 

These  are  clearly  more  general  than  is  preferable  but  they  do  provide  a  solid 
rationale  for  future  development  just  as  the  Combined  Arms  Battle  Tasks  and  ARTEP-MTP 
tasks  provide.  In  addition,  the  organizational  competencies  criteria  can  now  be  reinforced 
by  the  MOP  developed  in  the  ACCES  methodology  developed  for  the  division-echelon 
Battle  Command  Training  Program  (BCIP). 

There  appears  to  be  sufficient  existent  Staff  Task  Proficiency  and  Battle  Staff 
Effectiveness  task  analysis  to  assess  the  completeness  of  BCST  training  resulting  from 


^  AR1EP  71-2  MTP,  Mission  Training  Plan  for  The  Tank  and  Mechanised  Infantry  Battalion  Task 
Force,  October  1988,  p.  S-92. 

^  Olinstead,  p.  D-3.  Similar  criteria  are  provided  for  other  unit  organizational  competence  measures.  A 
acale  of  numerical  values  is  also  suggested. 
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AAR  and  Table  development  advantaging  the  use  of  detailed  perfonnance-oricnted  MOE 
and  MOP-Alternadve  C.  In  other  words,  there  is  sufficient  task  analysis  to  act  as  a 
checklist  to  ensure  that  development  from  AAR  back  to  Table  does  not  omit  an  important 
training  requirement  It  is  rational  to  proceed.  The  next  task  is  to  define  the  MOP/MOE  for 
AAR  development 


Enclosures:  1 .  Army  Command  and  Control  Evaluation  System 

2.  Combined  Arms  Battle  Task  Training  in  SIMNET 
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APPENDIX  2.2-ENCLOSURE  1 
ARMY  COMMAND  AND  CONTROL  EVALUATION  SYSTEMi 


OVERVIEW 


Introduction 

This  report  provides  an  overview  of  the  Army  Command  and  Control  Evaluation  System 
(ACCES)  Aeory  and  methodology.  ACCES  was  initially  developed  by  Defense  Systems, 
Inc.  (DSI),  in  the  period  OctobCT  1986  to  January  1990  under  the  direction  of  Ae  Fort 
Leavenwo^,  Kansas,  Field  Unit  of  the  U.S.  Army  Research  Institute  for  the  Behavioral 
and  Social  Sciences  (ARI).  In  April,  1990,  ARI  awarded  a  follow-up  contract  to  Evidence 
Based  Research,  Inc.,  for  specific  requir^  enhancements  to  the  ACCES  system.  This 
report  povides  a  description  of  ACCES  Version  91.3,  and  is  current  as  of  me  end  of 
DecCT^  1991.  Continued  refinement  to  the  ACCES  mMel  of  command  and  control,  data 
collection  methods,  and  data  analysis  procedures  may  be  expected  for  the  next  several 
years. 

Background 

MACOM  commanders  and  the  Traiiung  and  Doctrine  Command  (TRADOC),  through  the 
Ba^  Command  Traiiung  Program  and  the  Support  to  Exercise  Program,  provide  fir^uent 
opportunities  for  brigade,  division,  and  corps  staffs  to  train  in  Command  Post  Exercises 
(CPXs)  and  Field  Training  Exercises  (FTXs).  The  commanders  and  staffs  are  exposed  to 
varying  environments  and  situations  and  are  given  the  opportunity  to  practice  and  hone 
meir  ability  to  function  as  effective  command  and  control  (C2 )  systems.  The  Operational 
Test  and  Evaluation  Command  (OJJl~Q  is  frequently  called  on  to  evaluate  C2  materiel 
systems.  Less  formal  system  evaluations  are  conducted  throughout  C2  systems'  life-cycles 
by  agencies  such  as  the  Future  Battle  Laboratory,  Fort  Leavenworth,  Kansas,  and  the 
ATC^  E;q>erimcntation  Site,  Fort  Lewis,  Washington. 

Both  traiiung  and  test  and  evaluation  exercises  require  some  measure(s)  of  system 
performance.  In  the  training  environment,  exercises  provide  little  benefit  unless 
participants  are  provided  feedback  on  their  performance.  In  the  test  and  evaluation 
environment,  measures  and  criteria  of  system  success  or  failure  are  obviously  critical 
However,  v  hile  measures  have  bosn  developed  which  address  the  efficiency  of  selected 
aspects  of  C2  performance  (e.g.,  throughput  rates  for  certain  types  of  messages  within 
certain  coiiununication  systems),  there  is  no  accepted  overall  measure  of  C2  effectiveness 
(See  Crumley,  1989,  for  a  complete  review  of  C2  measurement  alternatives). 

1  Stanley  M.  Halpin,  Army  Command  and  Control  Evaluation  System  (ACCES):  A  Bri^  Description, 
ARI  Woddng  F^)er  LVN  92-01, 6  January  1992,  pp.  1-3. 
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Under  the  sponsorship  of  the  Combined  Arms  Command-Combat  Development  (CAC 
CD),  ARI  has  taken  steps  to  address  this  need  for  C2  measurement  through  the 
development  of  ACCES,  a  measurement  system  to  evaluate  the  effectiveness  of  C2  at 
various  levels.  ACCES  differs  from  traditional  force  effectiveness  measures  (e.g.,  force 
loss  ratios)  which  address  the  headquarters  primarily  in  terms  of  its  subordinates'  efforts. 
In  contrast,  ACCES  is  based  on  the  premise  that  C2  efrectiveness  may  be  defrned  as  the 
effectiveness  of  a  headquarters  staff;  in  this  view,  C2  effectiveness  measurement  requires 
an  understanding  of  the  processes  that  arc  performed  by  the  staff  to  facilitate  the 
performance  of  subordinate  elements.  Thus,  we  need  a  means  to  measure  quantitatively 
how  well  the  critical  staff  processes  are  performed.  The  ACCES  methodology  has  been 
evolving  over  the  last  several  years.  During  that  period  ACCES  has  provided  the 
framework  for  data  collection  and  analysis  at  twelve  divi.sion  training  exercises  and  one 
corps  training  exercise.  During  or  after  many  of  these  exercises  the  unit  commanders  and 
their  principal  staff  were  provided  feedback  on  their  C2  effectiveness  baseri  on  the  ACCES 
observations  and  measures.  While  no  one  will  claim  that  ACCES  is  the  ultimate  system 
which  captures  all  aspects  of  C2  effectiveness,  there  has  been  general  agreement  that  the 
ACCES  approach  is  providing  valuable  evaluative  and  diagnostic  information  in  support  of 
C2  trairung.  Current  follow-on  developmental  efforts  are  under  way  to  modify  ACCES 
measures  in  order  to  bring  them  more  in  line  with  doctrinal  tasks  and  standards  and  to 
refine  the  data  rollection  and  analysis  procedures  in  order  to  provide  more  accurate  and 
cwnplete  feedback  during  and  after  a  several  day  training  exercise.  A  cooperative  effort 
with  OPTEC  t  explcffing  the  application  of  ACC^  to  the  evaluation  of  the  Army  Tactic^ 
Command  and  Cortrol  System  (ATCCS). 

ACCES  in  a  Training  Environment 

Despite  the  word  "evaluation"  in  the  label  "Army  Command  and  Control  Evaluation 
System,"  it  must  be  emphasized  that  ACCES  does  not  provide  a  rating  of  C2  effectiveness; 
i.e.,  ACCES  does  not  grade  a  division  HQ  as  having  passed  or  failed  against  some  set  of 
criteria.  Rather,  ACCES  provides  indicators  of  C2  effectiveness.  It  is  precisely  these 
indicators  which  are  of  value  to  a  commander  during  and  after  a  CPX.  A  major  strength  of 
the  Army's  Battle  Command  Training  Program  (BCIT)  is  the  quality  and  quantity  of 
feed^k  provided  to  the  training  audience  by  BCTP  personnel.  ACCES  indicators  would 
provide  additional  detail  and  a  different  perspective  on  C2  effectiveness  than  currently 
provided  by  BCTP.  Unfortunately,  one  of  the  strengths  of  ACCES,  the  ability  to  draw 
from  behaviors  occurring  in  different  locations  at  different  times,  also  is  a  weakness  of  the 
^tem  when  applied  in  a  training  environment  with  its  requirement  for  rapid  feedback.  A 
major  focus  of  current  ACCES  development  efforts  is  the  exploration  of  means  to  simplify 
ACCES  data  collection  and  analysis  procedures  and  techniques  so  as  to  reduce  the  time 
required  to  provide  substantive  fe^back  to  the  unit  being  observed. 


ACCES  in  a  Test  and  Evaluation  Environment 

In  the  typical  test  of  a  materiel  system,  the  goal  is  to  evaluate  the  system  against  system 
requirements  which  specify  performance  objectives  or  standards.  However,  there  are  few 
if  any  accepted  performance  objectives  or  standards  for  C2  systems.  We  believe  that  the 
key  to  C2  test  and  evaluation  is  the  use  of  a  stable  baseline  of  system  performance  data 
which  can  be  used  fOT  comparison.  Rather  than  defining  a  priori  standards  of  "successful" 
C2  system  performance,  we  argue  that  the  most  appropriate  evaluation  strategy  is  one 
which  compares  the  new  system  to  the  old.  ACCES  measures  are  targeted  to  critical  ^ 
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system  performance  characteristics,  and  a  collection  of  ACCES  measures  across  several 
units  can  provide  a  stable  baseline  for  such  comparisons. 

There  are  at  least  two  types  of  C2  system  evaluation  which  could  utilize  ACCES.  One 
target  would  be  the  examination  of  the  effectiveness  of  the  overall  C2  system  in  a  test  unit 
which  is  trying  out  a  change  in  the  C2  system  itself  (e.g.,  a  unit  using  a  new  command  post 
structure,  or  one  using  a  new  computer-based  system).  A  second  target  would  be  the 
examination  of  the  effectiveness  of  the  overall  C2  system  in  a  test  unit  which  is  trying  out 
some  change  in  one  of  the  supporting  systems.  The  argument  here  is  that  while  a  sub¬ 
system  like  Intelligence  or  Fire  Support  should  be  evaluated  in  its  own  right  to  determine 
whether  it  'is  reliable,  usable,  etc.,  it  is  also  necessary  to  determine  whether  that  subsystem 
provides  any  value-added  to  the  overall  C2  system  ir.  the  context  of  the  overall  Army 
Tactical  Command  and  Control  System  (ATCCS).  In  both  types  of  C2  test  and  evaluation, 
the  use  of  a  stable  ACCES  baseline  can  be  used  for  comparison  to  establish  the  incremental 
changes  in  C2  system  performance  during  the  test 

The  continued  evolution  of  ACCES  has  made  it  difficult  to  establish  a  stable  baseline.  The 
ACeXS  (version  91.3)  which  is  described  in  this  paper  is  the  latest  in  a  series  stretching 
back  five  years.  Each  of  the  "versions"  of  ACCES  has  differed  in  some  signiricant 
respects  from  prior  and  subsequent  versions;  we  have  evolved  the  ACCES  model  of 
command  and  control,  we  have  changed  the  focus  of  our  measurement,  and  we  have 
changed  our  data  collector  training  procures  (and  hence  have  changed  the  way  data  are 
collected  and  anal^^zed).  ...These  improvements  have  been  at  the  expense  of  creating  a 
stable  baseline  of  simile  data  elements  similarly  collected  under  similar  conditions  from 
similar  units.  However,  some  communalides  can  be  identified,  and  two  reports  currently 
in  proparation  will  summarize,  respectively,  lessons  learned  in  six  early  ACCES 
^)plications  and  in  four  1991  applications  (using  ACCES  versions  91.1  and  91.2).  A  new 
project  of  the  Fort  Leavenworth  Held  Unit  beginning  in  1992  will  examine  in  more  detail 
the  steps  which  the  Army  needs  to  take  in  order  to  create  a  stable  database  of  C2 
performance  data  which  can  be  used  not  only  for  test  and  evaluation  comparisons,  but  also 
as  a  basis  for  training  feedback  and  for  identification  and  analysis  of  doctrinal  dericiencies 
and  lessons  learned.... 


ACCES  Model  of  C2 

As  we  begin  to  examine  the  conceptual  model  of  C2  which  provides  the  context  for  other 
elements  of  ACCES,  it  is  important  to  define  what  we  include  iii  our  use  of  the  term  "C2." 
We  view  command  and  control  as  an  observable  behavioral  process.  People  command, 
and  people  control  The  headquarters  elements  of  a  unit  (e.g.,  ^e  division  Main  (Command 
Post,  bngade  Tactical  Command  Post,  etc.)  are  compris^  of  people  whose  primary 
function  is  to  provide  the  command  and  control  outputs  which  serve  to  structure  and  guide 
the  actions  of  subordinate  units.  Those  people  work  within  constraints  establish^  by 
tradition,  doctrine,  training,  and  experience.  They  are  supported  by,  and  further 
constrained  by,  various  C2  systems  which  function  to  gather,  imnipulate,  and  transmit 
information  within  and  among  headquarters.  The  ACCES  conceptual  model  of  C2 
assumes  that  the  he^uarters  of  a  unit,  the  groups  of  people  who  do  command  and  control 
combined  with  their  supporting  information  systems,  may  themselves  be  view^  as  a 
"system."  This  headquarters  "system,"  i.e.,  the  overall  C2  system,  establishes  goals  and 
objectives  for  subordinate  units  (bas^  on  goals  and  objectives  provided  by  the  senior 
unit),  within  an  environment  charaaerized  by  a  great  deal  of  uncertainty.  This  overall  C2 
system  actively  obtains  information  about  die  environment,  reviews  that  information  to 
^termine  whether  the  goals  and  objectives  are  achievable,  and  periodically  generates  new 
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outputs  in  the  form  of  new  or  revised  goals  and  objectives  for  subordinate  units.  In 
simplest  terms  this  "adaptive  control  system"  seeks  to  achieve  a  balance  between  the 
desired  and  actual  state  within  its  environment  by  monitoring  the  state  of  the  environment 
and  making  any  necessary  changes  in  the  actions  of  the  elements  it  controls. 

The  overall  effectiveness  of  the  C2  system,  the  headquarters  of  a  unit,  can  be  judged  by  the 
viability  of  tiieir  outputs,  and  the  critical  outputs  are  the  "plans”  and  related  dii^ves  which 
establish  the  goals  and  objectives  for  sutordinate  units.  Good  plans  can  be  executed 
without  need  for  modification  beyond  the  contingencies  built  into  them  and  remain  in  effect 
throughout  their  intended  life.  Alternatively,  a  headquarters  may  find  that  its  plans  (in 
decreasing  order  of  effectiveness):  require  minor  adjustment  in  the  course  of  their 
execution,  without  change  to  the  basic  plan;  require  execution  of  a  contingency, 
significandy  different  from  the  intended  course  of  action,  but  provided  foi'  in  the  iiutial 
plan;  or  require  cancellation  and  issuance  of  an  entire  new  plan. 

This  conceptual  model  of  C2  was  used  to  guide  the  development  of  measures  of  the  C2 
process  within  the  progenitor  of  ACCES.  the  Headquarters  Effectiveness  Assessment  Tool 
(HEAT);  see  Crumley,  1990,  for  a  detailed  discussion  of  HEAT  and  alternative  models  of 
C2.  Measures  were  developed  by  asking  what  observables  could  provide  some  insight  on 
the  functioning  of  such  an  adaptive  control  system.  The  focus  in  HEAT  and,  more 
recently,  in  ACCES  has  been  on  the  primary  Cl  outputs  of  the  headquarters,  plans  and 
directives,  and  on  the  information  which  provides  the  headquarters  with  an  understanding 
of  the  environment 

The  overall  ACCES  measures  of  C2  system  effectiveness  address  primarily  the  extent  to 
which  plans  remain  in  effect  for  their  intended  period,  without  the  need  for  unanticipated 
changes  in  the  plan.  "Effective"  headquarters  are  those  which:  (a)  develop  stable  plans 
(presumably  based  on  very  accurate  and  insightful  analyses  of  current  and  likely  ^ture 
status);  (b)  issue  directives  concerning  missions,  assets,  schedules,  and  boundaries  which 
are  successfully  executed  without  change;  and/OT  (c)  issue  directives  which  permit  flexible 
responses  in  rapidly  developing  situations  (contingency  planning). 

ACCES  also  provides  diagnostic  measures  of  the  quality  of  prtxesses  by  which  C2  system 
functions  are  performed.  An  exercise  timeline  and  its  associated  C2  cycles  are  used  in 
ACCES  as  the  framework  to  describe  the  information  transformation  processes  engaged  in 
by  a  staff  and  the  decision  maker,  from  the  acquisition  of  data  to  the  issuance  of  plans  and 
dhiectives.  ACCES  also  looks  at  the  performance  of  individual  functiond  cells  and  the 
interactions  between  the  cells.  The  general  approach,  as  illustrated  in  Hgure  1,  is  built 
around  the  following  concepts: 

•  The  "environment"  within  which  this  adaptive  coping  process  is  attempting  to 
maintain  control  consists  of  subordinate  and  higher  headquarters,  plus  the 
elements  ofMHlT'-T  (Mission,  Enemy,  Troops,  Terrain,  and  Time). 

•  The  staff  is  understood  to  engage  in  a  number  of  actions  in  order  to  support 
decision  making  and  its  implementaticm: 

Collecting  information  through  monitoring  the  environment  and 
receiving  reports. 

Synthesizing  information, 

Develqring  and  evaluating  alternatives. 

Reviewing  recommended  courses  of  action. 


Planning  implementation, 

Reporting, 

Coordinating, 

Inquiring  (seeking  information),  and 
Disseminating  informadon  in  messages  and  reports 

•  A  full  C2  cycle  in  ACCES  begins  with  the  receipt  of  information  about  the 
environment,  and  continues  with  evaluadon  of  the  status  of  the  situadon  vis  h 
vis  the  current  plan,  recognidon  of  a  need  for  change(s)  in  the  plan,  exploradoi 
of  altemadves,  a  decision  on  change(s),  and  detailed  plan  development,  and 
concludes  with  prepaiadon  and  issuance  of  a  directive. 

•  ACCES  C2  cycles  will  not  always  involve  all  of  dre  above  steps;  for  example, 
the  exploration  of  altemadves  and  detailed  plan  development  may  both  be  by¬ 
passed  under  conditions  of  very  high  stress  (severe  time  pressure  while  trying 
to  address  a  crisis)  or  very  low  stress  (confirmation  that  it  is  time  to  execute  a 
pre-planned  branch  or  sequel  to  die  current  plan). 

•  The  actions  of  the  staff,  outlined  above,  yield  a  series  of  products  which  are 
observable  elements  of  the  ACCES  C2  cycles: 

-  Information  about  the  environment, 

•  An  initial  understanding  of  the  situatf'xi, 

•  The  estimate  of  the  situation,  including  a  set  of  alternative  actions, 
dieir  expected  results,  and  consequent  recommendations, 

•  Decisions  by  the  Commander  (or  in  some  cases  the  staff,  acting  for 
die  Commander), 

-  Inquiries  (for  information), 

-  Reports  that  inform  others,  including  answers  to  incoming  queries, 

-  Command  guidance,  and 

-  Flans  and  directives. 

The  concepts  upon  which  ACCES  is  built  assume  that  effective  staffs  look  ahead  in  time 
and  develop  pl^  that  are  robust  (Le.,  plans  that  will  support  mission  accomplishment 
despite  changes  in  the  elements  of  METT-T).  ACCES  v.  91-3  ...includes  49  primary 
measmes  of  performance;  of  these,  six  of  the  measures  deal  with  die  planning  process  as  a 
whole  and  die  remainder  are  descriptive  measures  which  focus  on  the  process  steps 
separately.  An  additional  178  subordinate  measures  provide  a  rich  source  of  additional 
diagnostic  information  for  an  analyst  examining  a  particular  exercise.  Two  additional 
categories  of  measures  are  also  developed  in  ACCES.  ...lists  the  six  descriptive 
"measures"  of  the  decision  context:  for  exanqile,  for  each  decision  recorded,  who  mfldft  the 
decision?  What  unit(s)  is/are  affected?  ...lists  17  primary  and  18  subordinate  descriptive 
"measures"  of  the  exercise  and  scenario;  these  elements  of  ACXXS  will  come  into  use  as 
we  begin  to  aggregate  and  compare  data  across  different  exercises. 


2.2-16 


App.  22-EncL  1 


APPENDIX  2.2-ENCLOSURE  2 
COMBINED  ARMS  BATTLE  TASK  TRAINING  IN  SIMNFT 


Hmely  extension  of  unit  staff  training  on  the  Combined  Arms  Battle  Tasks  into 
Tactical  Engagement  Simulation  (TES)-virtual  simulation  and  in  fact  the  development  of 
distributed  Battalion-echelon  BCST  itself  will  be  governed  by  the  utility  of  the  current 
fielded  SIMNET  in  representing  the  tasks  to  be  trained  to  the  unit  in  training.  Training 
development  will  be  relatively  simple  if  the  majority  of  the  tasks  can  be  trained  routinely 
using  existing  simulation  infrastructure,  particularly  SIMNET-T  at  Ft.  Knox  and  ihe 
M  SIMNET  now  operated  by  the  National  Guard.  An  assessment  of  the  potential  of 
SIMNET  to  train  the  Combined  Arms  Battle  Tasks-Battalion  Task  Forcc-Defend  follows.^ 
NOTE;  Three  of  the  Combined  Anns  Task  lists  are  not  yet  available.  These  missions  are 
night  attack,  hasty  attack,  and  movement  to  contact  From  review  of  the  other  mission  task 
lists  in  draft,  deliberate  defense  appears  to  be  a  representative  mission.  Note  that  one 
mission,  night  attack,  will  not  be  doable  in  virtual  simulation  until  CCTT  technology  is 
available.^  The  DARPA  effort.  Battle  of  73  Easting,  represents  new  capabilities  in 
representing  limited  visibility  and  dynamic  terrain  but  these  improvements  may  not  be 
available  for  training  development  research. 

There  are  99  Combined  Arms  Battle  Tasxs  in  Battalion  Task  Force  Defend.  They 
are  further  subdivided  into  Planning  Phase:  43  tasks;  Preparation  Phase:  25  tasks; 
Execution  Phase;  20  tasks;  and  Comnaon  (to  all  phases):  11  tasks. 

PLANNING  PHASE 

Forty-one  of  43  tasks  can  be  trained  on  the  current  SIMNET  (95  percent).  Two 
tasks  are  only  partially  trainable.  These  two  tasks  can  be  fully  trained  if  there  is  MCC 
(AFOR)  upgrade  to  the  current  SIMNET.  The  tasks  are: 


^  Army  Research  Institute,  Combiiud  Arms  Battle  Tasks  Battalion  Task  Force  Defend,  undated  (March 
1992). 

^  Nor  is  limited  visibility  available  as  a  condition  for  conduct  of  the  other  missions  as  Tables  or 
Modules  in  virtual  simulation  until  CCTT  is  available. 
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Task  34  Dispatch  Quartering  Party-standard:  The  area  is  appropriately  surveyed 
for  possible  NBC  contamination."  Need  MCC  NBC  contamination  representadon. 

Task  171  Establish  Task  Force  Early  Warning  System-standard:  "Air  Defense 
support  elements  are  linked  into  the  Task  Force  command  net"  Need  MCC  Air  Defense 
rgnesentatioo  within  the  BnTF. 

Preparation  Phase:  Eighteen  of  23  tasks  can  be  trained  on  the  current  SIMNET 
(72  percent).  Ofdteremainderfseventasks),  six  tasks  can  be  partially  trained  now.  Most 
could  be  fully  trained  if  manual  human  "workarounds"  were  incorporated  similar  to  those 
employed  on  WAREX  03/90  or  if  there  is  MCC  (AFOR)  upgrade  to  the  current  SIMNET. 
One,  Task  38.  requires  dynamic  terrain  associated  with  Qose  Combat  Tacdcal  Trainer 
(CCTT)  development  for  full  task  training  even  in  the  Conamand  Field  Exercise  (CFX) 
fnrvt#.  The  which  are  only  partially  trained  are: 

Task  48  Conduct  Reconiudssance  and  Surveillance-standard:  "S-2  ensures  the 
following  are  accomplished:  An  R&S  communicadons  network  is  established  and 
mooitored  an  elements."  Need  MCC  intelligence  stqaport-GSR. 

Task  56  Posidon  Air  Defense  Elements-See  171  above. 

Task  57  Rehearse  Air  Defense  Plans-standard:  "The  Task  Force  Air  Defense 
elements  efferdvely  pracdce  the  foHowing:  (1)  Target  Acquisidon,  (2)  Gunnery,  (3)  Target 
Handoff,  (4)  Fire  Control,  (3)  Distribudon."  See  171  above. 

Task  58  Reinforce  Terrain-standard;  "AU  protecdve  posidons  are  correctly 
constructed."  Requires  dynamic  terr^  of  CCTT. 

Task  59  Enqjlace  Obstacles-standard:  "Obstacles  are  prepared  in  accordance  with 
established  priorides,  plans  and  procedures."  Need  MCC  for  mines  and  other  obstacle 
effects  including  FASCAM. 

Task  61  Report  Minefield  Emplacement-standard:  "The  inidadon  and  compledon 
wf  tningfields  are  cnmctly  reported  and  recorded."  See  39  above. 

Tadc  141  Prepare  for  NBC  Operadons-standard:  "All  task  force  elements  are 
aware~.of  the  locadon  of  contaminated  areas."  See  34  above. 

EXECUTION  PHASE 

Thirteen  of  20  tasks  can  be  trained  on  the  current  SIMNET  (63  percent).  Of  the 
remainder,  aU  seven  tasks  can  be  partially  trained  now.  Most  could  be  fully  trained  if 
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manual  human  ’'woikarounds"  were  incoiporated  or  if  there  is  MCC  (AFOR)  upgrade  to 
die  cunent  SIMNET.  The  tasks  which  are  only  partially  trained  are: 

Task  68  Conduct  Reconnaissance  and  Surveillance  Effort-standard:  Tnfoimation 
requirements  are  always  well  understood  by  each  of  the  following:  (4)  Assigned  GSR 
units."  See  48  above. 

Task  73  Execute  Fire  Support  Plan— standard:  "Fires  are  always  fired  on  the 
prescribed  targets  in  accordance  with  designated  time  and/or  event  (4)  FASCAM."  Need 
MCC  for  FASCAM.  See  59  above. 

Tadc  74  Execute  Obstacle  Plan-standard:  "Emplaced  obstacles  are  continuously 
protected...."  See  59  above. 

Task  75  Execute  FASCAM  Plan-standarJ:  "All  FASCAM  missions  are 
accurately  emplaced  on  dieir  predesignated  targets."  See  59  above. 

Task  77  Respond  to  NBC  Operations-standard:  "Enemy  NBC  attack  is  detected, 
avoided,  reported,  and  a  hasty  decontamination  of  personnel  and  equipment  is 
accomplished."  The  nature  of  the  anticipated  BCST  training  exercise  (CFX  rather  than 
FTX  oxide  of  training)  precludes  individual  vdiicle  execution.  In  addition,  see  34  above. 

Task  135  Control  Air  Defense  Forces-standard:  "Air  defense  elements  are 
always  able  to  effectively  respond  to  the  tactical  situation  and  the  maneuver  plan."  See  171 
above. 

Task  160  React  to  Enemy  Air-standard:  "The  Air  Defense  Officer  effectively 
adjusts  air  defense  coverage  as  die  tactical  situation  dictates."  See  171  above. 

COkfMON  TASKS 

Eleven  of  11  tasks  can  b-:  u'ained  on  the  current  SIMNET. 

SUMMARY 

Eighty>four  of  99  Defensive  Tasks  (85  percent)  can  be  trained  on  the  existing 
SIMNET;  98  of  99  (99  percent)  can  be  trained  widi  software  additions  to  the  existing  MCC 
o^ialnlity  now  used  for  CSS  and  Hre  Support  Required  inqirovements  are:  Air  Defense 
tmit  representation,  NBC  contamination,  mines  including  FASCAM  and  representation  of 
obstacles  in  addition  to  soil/water,  and  intelligence  coUectioo  (GSR).  One  task.  Reinforce 
Tenain.  caruxx  be  property  represented  until  die  CCTT  is  developed. 
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APPENDIX  2.3 
MOP/MOE  DEVELOPMENT 


MOP/MOE  are  the  cutting  edge  of  BCST.  They  translate  general  statements  of 
what  needs  to  be  done  in  battle  into  very  specific  pracdcal  warfighting  examples  tied  to 
task,  condition  and  standard.  In  addidon,  by  virtue  of  the  tacdcal  resoludon  of  TES 
simuladon,  MOP/MOE  can  be  related  to  explicit  replicable  warfights  (to  "fixed"  inidal 
METT-T)  which  immerse  the  staff  member  or  staff  team  in  the  excitement  of  an  ongoing 
waifight  to  intensify  and  accelerate  the  BCST  training  process.  In  other  words,  MOP/MOE 
discussed  in  AAR  are  no  longer  abstract  goals  or  principles.  Rather  they  are  highly  specific 
cjcamples  of  how  important  tasks  are  performed  by  a  highly  competent  unit  execudng  the 
same  mission  you  will  face  in  BCST.  Or  they  are  the  practical  performance  standards 
against  which  you  and  your  unit  are  evaluated  as  you  train  to  BCST  Tables. 

To  support  understanding  of  the  use  of  MOP/MOE  in  BCST  and  how  it  should  be 
developed  fiirther,  this  Appendix  describes  in  detail  how  to  create  the  MOP/MOE  and  from 
them,  die  AAR  for  one  AMIP  mission  for  a  Battalion  Task  Force.  It  will  develop  MOP  or 
MOE  for  the  S4  as  a  representadve  individual  staff  officer,  for  the  S2,  S3,  FSO  as  a 
representadve  staff  team  and  for  the  unit  as  a  whole.>  Each  will  be  developed  in  combat 
operadmis  in  a  representative  tactical  operadon  selected  for  detailed  discussion.  Then  both 
individual  staff  officer  and  small  staff  team  MOPs  and  MOEs  are  aggregated  to  create  the 

overall  MOP  and  MOE  for  the  unit  BCST  Table. 

1 

The  S4  is  selected  not  only  because  of  the  importance  of  CSS  to  the  heavy  unit  on 
die  modem  batddfield,  but  also  because  the  tempo  of  CSS  operations  generally  lags  that  of 
die  other  BOS.  The  resupply  "crunch"  follows  the  violent  combat  action.  A  critical  time 
period  for  a  Table  stressing  the  integration  of  direct  and  indrect  fire  (30  minutes  to  1  hour) 
will  seldom  stress  the  S4  whose  real  challenge  begins  when  it  is  necessary  to  rearm, 
resupply  and  mammn  after  the  direa  fire  fight  is  over.  But  results  of  both  real  time  and 
delayed  actions  should  be  available  for  the  unit  AAR  directed  at  execution  of  the  mission. 

^  The  TRADOC  Proponem  should  designate  the  other  positions  requiring  individual  or  snudi  team 
naiataf.  This  assumes  that  other  individual  stafT  officers  are  wie  XO,  SI.  S2,  S3,  and  FSO. 
Another  small  staff  team  is  the  SI,  S4  (XO). 
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How  to  design  the  Tables  to  converge  perfonnance  of  tasks  of  different  BOS  operating  at 
different  tempos  to  one  AAR  available  shordy  after  completion  of  the  Table?  The  S4  is 
only  one  of  the  staff  positions  which  need  to  be  documented  Similar  material  has  to  be 
prepared  for  all  of  the  other  primary  staff  posidons  and  the  Battalion  Executive  Officer. 
Each  has  different  data  requirements  but  S4  documentadtm  seems  lepresentadve. 

The  S2,  S3,  FSO  are  selected  as  the  staff  team  for  initial  development  because  they 
are  the  most  important  single  team  in  synchronizing  the  direct  and  indirect  fire  batde  and 
they  are  dte  most  difficult  to  train  in  peacetime  when  cost,  safety  and  preservadon  of  the 
ecology  impair  realistic  "steel  on  target"  training.  The  bottom  line  is  not  just  excellent 
planning  with  good  intentions-which  is  all  that  current  staff  simulations  can  provide- 
rather  it  is  the  actual  round  delivered  on  the  right  target  at  the  proper  location  with  effects 
desired  by  the  commander’s  intent  How  to  train  this  level  of  staff  coordination 
(synchronization)  to  distributed  Guard  units  routinely?  Then  similar  training  development 
will  be  required  for  the  other  key  staff  teams. 

The  selected  BCST  Table  is:  Defense,  Execution  Phase.  This  is  not  only  the 
"bottom  line"  of  die  defense  mission,  it  also  focuses  on  challenges  of  execution  responding 
to  swirling  change  on  a  dynamic  battlefield  when  both  staff  task  proficiency  and  overall 
battle  staff  effectiveness  are  necessary  for  mission  effectiveness.  At  a  minimum,  other 
Tables  training  Bn  IE  Defense  should  address  Planning  and  Preparation  as  described  in  the 
ARI-POM  model.  More  likely,  training  in  Bde/Bn  defensive  operations  will  include 
eventually  multiple  simultaneous  operations  which  place  increased  emphasis  on  the 
Orgaruzational  Competence  skills  described  in  the  Olmstead  model  of  Battle  Staff 
Effectiveness.  For  the  irtitial  layout,  however.  Defense,  Execution  Phase  suffices  to 
denaonstrate  die  methodology 

The  general  steps  for  MOP  development  are; 

1.  Define  general  statements  of  the  task,  condition  and  established 
standard  for  the  individual  staff  positions  or  the  staff  teams  to  be 
trained.^  Where  die  current  task,  condition  and  standard  may  not  provide 
sufficient  guidance  as  to  Measures  of  Performance  or  Measures  of 
Effectiveness,  additional  comments  are  included  in  italics. 

2.  Describe  what  needs  to  occur  in  "a  way"  warfight  to  cause 
evaluation  data  required  in  1  above  to  be  developed. 


2  Here  and  below,  tnining  lequiieinears  should  be  devtioped  primarily  from  CTC  or  actual  combat 
nisriaB  analyses. 
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3.  Fight  the  "a  way"  combat  action,  collect  explicit  MOP  data 
related  to  each  of  the  selected  tasks. 

4.  Write  expanded  MOP  oriented  to  the  "a  way"  execution>*if  MOE, 
explain  nature  of  the  expert  interpretation  of  MOP  which  is 
required. 

5.  Translate  the  specific  "a  way"  MOP  to  the  MOP  collection 
requirements  for  "your  way"  execution  of  the  Table  or  Module. 

The  next  development  action  is  to  develop  a  means  to  collect  the  MOP  when  a  unit 
conducts  "your  way"  execution  of  the  Table.  This  is  discussed  in  Appendix  2.4,  AAR 
Training  Support 

Now,  to  develop  the  MOP  for  the  S4,  the  S2,  S3,  FSO  staff  team  and  then  the 
battalion  command  staff  team  as  a  whole: 


S4 


STEP  l-DEFINE  S4  TASKS,  CONDITIONS,  AND  STANDARDS  AS  A 
PRIMARY  STAFF  OFFICER 

Responsibilides  of  the  Battalion  S4  are  described  in  doctrinal  publicadons.  General 
Battalion  staff  responsibilides  are: 

The  battalion  is  the  lowest  tacdcal  echelon  with  a  staff.  Small  but  essential, 
they  assist  the  commander  in  doing  all  those  things  necessary  to  coordinate 
the  batde  and  to  ensure  ad^uate  combat  and  combat  service  suppon  to 
allow  for  continuous  operadons.  The  commander  is  then  free  to  fight  the 
battle.  Supply,  maintenance,  communicarions,  administradon,  and 
reporting  are  all  supervised  by  the  staff.  The  staff  normally  conducts  much 
of  its  business  in  accordance  with  SOPs.  The  staff  ensures  condnuous 
support  to  the  company  teams  to  allow  them  to  fight  the  battle. 

Specific  respmisibilides  for  the  S4  are: 

(4)  S4  (logisdcs  officer).  The  S4  is  responsible  for  all  battalion  logisdcal 
activities.  He  supervises  all  organic  and  nonorganic  logisdcal  elements 
supporting  die  task  force.  He  is  responsible  for  the  formulation  of  logistical 
pohcy.  He  plans,  coordinates,  and  supervises  the  logistical  effort,  to 
include  coordinating  all  aspects  of  CSS  in  paragraph  4  of  the  usk  force 
order  with  the  SI  and  the  BMO.  The  S4  is  responsible  for  the  arrangement, 
security,  and  rxwvement  of  the  combat  trains,  and  is  the  QIC  of  the  combat 
trains  CP. 


FM  71-2  The  Tank  and  Mechanized  Infantry  Battalicm 
Task  Force,  September  1988,  p.  1-8, 2-5 


More  explicit  detail  is  provided  in  a  draft  doctrinal  text  which  describes  tactics  and 
techniques: 

t.  S4.  The  S4  is  the  focal  point  of  the  logistical  planning  in  the  task 
force.  It  is  his  responsibility  to  tie  die  entire  A/L  network  together. 

His  primary  duties  and  responsibilides  include— 

(1)  Serving  as  OIC  of  battalion/task  force  combat  trains. 

(2)  Serving  as  primary  staff  officer  in  areas  of  supply,transportation, 
and  field  services. 

(3)  Serving  as  logistics  planner  with  focus  on  future  battles. 

(4)  Anticipating  requirements. 

(5)  Conzrolling  combat  trains  CP  operadons. 

(6)  Monitoring  the  tacdcal  situadcn  and  preparing  to  assume  dudes  of 
die  battalion/task  force  main  CP." 


p.  8-18 


This  detail  is  further  elaborated  in  discussion  of  the  responsibilidcs  of  die  Secdon: 

c.  S4  Secdon 

(1)  The  S4  section  requisitions  and  distributes  supplies  to  company 
supply  sections  and  turns  in  captured  supplies  and  equipment  as 
dirrei^  Personnel  in  the  sections  are  in  the  field  trains  and  the 
combat  trains  CP.  They  are  cross-trained  with  personnel  of  the  SI 
section  in  critical  tasks  to  allow  for  continuous  operations. 

(2)  The  S4  secdon,  supervised  by  the  S4  and  assisted  by  the  battalion 
supply  sergeant,  is  responsible  for  supply,  tranr^rtation,  and 
field  service  functions. 

(3)  In  combat,  the  S4  concentrates  heavily  on  six  classes  of  supply: 
Qasses  I,  n,  I^  IV,  V,  and  VH.  The  support  platoon  leader, 
working  with  the  S4  and  HHC  commander,  coordinates 
requisition,  receipt,  preparation,  and  delivery  of  supply  Qasses  I, 
in,  and  V.  The  supply  section  is  responsible  for  Ae  requisition, 
receipt,  and  delivery  of  Classes  n,  IV,  and  Vn  supplies. 

(4)  The  S4  section  and  support  platoon  are  responsible  for  obtaining 
maps.  Maps  are  stocked  by  the  S&S  company  of  the  main 
support  batt^on  and  are  requested  throu^  the  supply  conpany  of 
the  RSB.  The  S2  is  responsible  for  distributing  r^s  as  r^uired. 
Classified  mqis  are  obtained  through  G2  channels. 


p.  8-20 

Hnal  Draft  FM  71-123,  Tactics  and  Technique  for 
Combined  arms  Heavy  Forces:  Armored  Brigade, 
Baaalion  Task  Force,  and  Company  Team,  June  1991. 
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The  doctrinal  publication  goes  on  to  describe  in  great  detail  planning  for  combat 
service  support  including  both  general  principles  and  guidance  related  to  specific  missions 
such  as  "Supporting  the  Defense."  The  discussion  on  Battlefield  CSS  Operations  includes 
detailed  review  of  common  procedures  for  resupply  by  Qass  of  Supply  (pp.  8-27  to  -30). 
These  are  explicit  general  doctrinal  statements  of  Tactics,  Techniques  and  Procedures. 
They  provide  useful  general  guidance  but  more  is  necessary  reflecting  actual  CTC  or 
combat  experience. 

General  statements  need  to  be  translated  to  more  specific  tasks.  To  do  this,  there 
are  two  sources.  They  are  the  Combined  Arms  Battle  Tasks  developed  by  ARI  from  CTC 
experiences  and  the  appropriate  ARTEP-MTP  developed  by  the  proponent  These  task  lists 
are  quite  detailed.  The  task  lists  extracted  below  from  doctrinal  publications  have  been 
edited  to  focus  on  S4  specific  tasks  associated  with  the  mission  to  be  trained  in  the 
developmental  Table-Battalion  TF  Defense,  Execution.  Specifically,  from  FM  71-123 
above: 

(1)  Serving  as  OIC  of  battalion/task  force  combat  trains,  (2)  Serving  as 
primary  staff  officer  in  areas  of  supply  .transportation,  and  field  services, 

(4)  Anticipating  requirements,  (5)  Controlling  combat  trains  CP  operations, 
and  (6)  Monitoring  the  tactical  situation  and  preparing  to  assume  duties  of 
the  bamdion/task  force  main  CP. 

Note:  Most  of  the  Planning  responsibilities  have  been  excluded.  The  Table  being 
developed  to  explain  the  BCST  concept  focuses  on  Execution,  not  Planning  or  Preparation. 
Plaiuiing  and  Preparation  would  be  the  foci  of  earlier  complementary  Tables  addressing  Bn 
TF  Defense. 


COMBINED  ARMS  TASKS  BN  TF,  DEFEND 

Execution  and  Common  Phases 
Combined  Anns  Battle  Tasks 
Battalion  Task  Force  Defend.  ARI 
Undated  (03/92),  pp.  47-67 

EXECUTION  TASK  #165  Control  Evacuation 
SUBTASK:  Ccmtrol  Vehicle  Recove^  and  Repair. 

STANDARD:  Vehicle  maintenance  time  guidelines  are  used  to  guide  the  repairfrecovery  of 
veUcles  at  the  following  locations: 

1)  CXi-site  repairs 

2)  UMCP 

Task  force  recovery  vehicles  are  always  effectively  utilized. 

>U1  formal  vehicle  diagnostic  work  is  performed  at  the  UMCP. 
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EXECUTION  TASK  #167  Maintain  Communications 

SUBTASK:  Effective  two  way  communication  with  brigade  headquarters,  maneuver  and 
support  forces  is  continuously  maintained  by  the  task  force. 

STANDARD:  Effective  and  continuous  communication  is  maintained  on  the  following  nets 
between  ap^priate  task  force  elements:... 

3)  Administration  and  Logistics  Net...  All  elements  take  prompt  action  to  restore  lost 
communications 

COMMON  TASK  #62  Execute  Combat  Service  Support  Operations 
Task  Standard:  The  administrative  and  logistical  effort  effectively  supports  the  task  force's 
sUdity  to  sustain  itself  and  its  capability  to  fight 
SUB'I'ASK:  Resupply  Task  Force  Subordinate  Elements. 

STANDARD:  The  following  resupply  operations  are  conducted  in  accordance  with 
established  ta^  force  SOPs: 

1)  LOGPAC  load  contents. 

2)  LOGPAC  team  configuration. 

3)  LOGPAC  release  i»int  operations. 

Resupply  is  distributed  in  accordance  with  established  priorities. 

Non-organic  task  force  elements  always  receive  adequate  resupply  of  the  following 
supplies: 

1)  Class  m 

2)  dassV 

3)  Class  DC  (Weapons  Systems) 

Organic  task  force  elements  always  receive  adequate  resupply  of  the  following  supplies: 

1)  Class  m 

2)  dassV 

3)  Class  DC  Weapons  Systems) 

C3ass  4  is  distributed  in  the  following  manner. 

1)  Distribution  complies  with  execution  matcix  or  established  priorities. 

2)  Materials  are  delivered  to  correct  location. 

3)  Materials  are  delivered  on  time. 

SUBTASK:  Conduct  Maintenance  Activities 

STANDARD:  The  repair  of  combat  vehicles  is  always  performed  as  far  forward  as  the 
situation  allows. 

Vehicle  recovery  operations  always  conform  with  established  procedures. 

The  Unit  Maintenance  Collection  Point  effectively  acccnr^lishes  tire  following: 

1)  Repairs  of  vehicles. 

2)  Re^eiy  of  vehicles  to  field  trains  area 

Tire  battalimi  maintenance  task  orgaitization  is  always  configured  to  adequately  support  the 
maneuver  compaities. 

SUBTASK:  Operate  Task  Face  Combat  Trains 
STANDARD: 

The  combat  trains  are  always  positioned  out  of  eneniy  direct  fire  and  light  mortar  range. 

The  cmnbat  trains  always  remain  within  an  effective  suiqxrrting  distance  of  the  maneuver 
elements. 

The  cooqxrsition  of  the  combat  trains  is  always  tailored  to  coofonn  to  the  tactical  rituation 
The  combat  trains  are  always  positioned  in  an  area  which  effectively  supports  die 
following: 

1)  Cover  and  Concealment 

2)  Facilitates  Movement 

3)  Facilitates  Communications. 


COMMON  TASK  #76  Utilize  Combat  Service  Support  Assets 
STANDARD: 

All  available  organic  transportation  assets  are  fully  utilized  to  conduct  resupply  activities. 

All  available  supporting  assets  are  correctly  udliz^  to  conduct  resupply  activities. 

COMMON  TASK  #107  Operate  Admin/Log  Operation  Center 
SUBTASK:  Monitor  the  Tactical  Situation 

STANDARD:  ALOC  personnel  correctly  determine  each  of  the  maneuver  element's 
Resupply  Requirements  ficom  their  "on-hand"  status  reports. 

Hie  ALOC  maintains  a  continuous,  effective  operation. 

'Die  ALOC  supervisors  are  always  knowledgeable  of  the  following  situations: 

1)  Enemy. 

2)  Friendly. 

3)  Ccmnand  relationships  with  non-organic  supporting  elements. 

ALOC  personnel  effectively  control  the  following  operations:  \ 

2)  Evacuation  of  vehicles. 

Control  Service  Support  Effort  v 

An  accurate  status  of  the  following  are  kept  current  at  die  ALOC  \ 

2)  Vehicles. 

3)  Weapons  Systems. 

4)  Logistics  and  maintenance  overlay." 

Combined  Arms  Battle  Tasks: 

BNTF  Defense,  pp.  63-66 

This  is  a  good  general  list  essentially  derived  from  CTC  experience.  Most  of  the 
MOP  or  MOE  are  evident  and  can  be  colleaed  by  observation  of  the  S4  in  execution  of  his 
or  her  responsibilities.  However,  the  resolution  of  the  standards  is  still  inadequate.  What 
is  "accurate"?  What  is  "effective  control"  or  "effectively  utilized  "or  "knowledgeable"  or 
...?  More  precision  seems  necessary  at  least  for  instructional  uses  by  the  OCs  and  OEs. 

The  ARTEP  71-2  MIT  provides  some  support  in  data  suggested  to  be  collected  for  AARs. 

This  infonmation  is  readily  available  in  existent  lES  virtual  simulation. 


AAR  COLLECTION  CHART 

Table  6-8  Combat  Service  Support:  Observable  Results: 

Number^)ercentage  of  TF  vehicle^elements  who  ran  out  Gass  in  or  Gass  V  items. 

Number/percentage  of  damaged  vehicles  recovered  vs  not  recovered. 

Table  6-9  Combat  service  support  system;  TF  vehicle  status. 

For  combat  vehicles,  recovery  vehicles, supply  vehicles  and  command  and  control 
vehicles:  number  damaged,  destroyed,  in  maintenance,  Locati^  date  non  available  and 
total  days.  Similar  information  is  suggested  for  status  of  barrier  material  and  Gass  IX 
lequisitimis. 

ARTEP  71-2,  pp.  6-24  to  6-27. 

Tbe  best  detail  on  S4  tasks  and  appropriate  standards  is  offered  in  the  task 
statements  chapter  of  the  ARTEP-MTP.  These  are  very  specific.  They  may  be  perhaps 
umeasonably  specific  unless  they  have  been  related  to  specific  battlefield  conditions.  For 
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example,  the  standard  "a.  No  vehicles  or  element  runs  out  of  Qass  m  or  Gass  V  supplies" 
may  not  be  appropriate  for  a  Platoon  in  a  "keyhole  position"  inflicting  extraordinary 
casualties  and  in  so  doing  exhausting  its  ammunition.  The  MOP  caii  now  be  related  to 
specific  performance  under  very  precise  conditions  as  tasks  are  performed  in  "a  way" 
execution  of  Tables.  In  addition,  performance  to  standard  of  some  of  the  ARTEP-MTP 
tasks  is  not  a  staff  officer  responsibility,  rather  it  is  a  command  responsibility  of  the 
commander  of  the  le^onsible  functional  unit  subordinate  to  or  supporting  the  Battalion. 
Some-such  as  peifoixnance  at  die  Unit  Maintenance  Collection  Point  (UMCP>~have  been 
left  in  tire  following  list  because  they  are  important  to  mission  execution  (Bn  TF  Defense, 
Execution)  and  they  fall  within  the  area  of  S4  staff  supervision.  Evaluator  consideration 
would  be  given  to  the  competence  of  the  HHC  Commander  and  Battalion  Motor  Officer 
and  the  subordinate  Maintenance  Teams  supporting  the  Companies  who  actually  exercise 
command  responsibility.  Note  that  some  of  these  tasks  such  as  resupply  will  not  be 
included  in  the  real  time  snapshot  or  vignette  of  battle-routinely  30  minutes  or  1  hour- 
captured  in  the  Table.  They  will  have  to  be  collected  and  incorporated  into  the  AAR  by 
supporting  simulation  "fast  forward"  capability  to  be  discussed  in  Appendix  2.4. 

Battalion  Task  Force 

TASK:  Perform  Combat  Service  Support  Operations  (7*1>3912): 

ARTEP  71-2  MTP,  Tank  and  Mechanized 
Infantry  Battalion  Task  Force,  October  1988, 
pp.  5-145  to  5-151.  Only  S4  Tasks  Included 

CONDITION:  ThelPhasanFSBforcoordinatioa  Tbe  FSB  provides  pickup/evacuatioo 
pointy  and  resupply,  medical,  and  DS  maintenance  support  Repair  parts  and  other 
supplies  are  available. 

TASK  STANDARD: 

a.  No  vehicles  or  element  runs  out  of  Gass  in  or  Gass  V  supplies. 

b.  l^fithin  me  hour  after  the  end  of  a  battle  or  engagement  r^lenish  and  cross-level  all 
basic  loads  to  bring  to  50  percent 

c.  A  level  of  90  percent  OR  rate  nonbattle  damaged  equipment  is  maintained 

d.  All  NOC  combat  weapons  systems  are  repaired  or  evacuated  within  one  hour 
(nonbattle)  or  two  hours  (battle)  of  damage. 

g.  The  IF  commander  is  informed  of  combat  status  of  subordinates  to  plan  and  conduct 
combat  operations. 

h.  All  assigned,  attached,  and  DS  elements  receive  CSS. 

SUBTASKS  AND  STANDARDS: 

1.  Leaders  and  staff  provide  die  TF  commander  with  a  CSS  estimate  and  update  him  on 
the  combat  status. 

a.  ftovide  accurate  combat  status  to  the  commander  and  staff,  which  includes 
system  status,  critical  systems,  and  personnel 
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b.  Provide  all  CSS  limitations  (internal  and  external)  that  impact  on  mission 
execution  to  the  commander ...  upon  change. 

c.  Continually  update/inform  TF  commander  of  critical  CSS  status 
^ortfalls^ioblems  that  affect  the  ability  of  the  TF  to  conduct  combat  operations. 

TF  commander  and  staff  plan  and  coordinate  CSS. 

•  Ftepare,  disseminate,  and  update  a  CSS  plan  that  supports  the  commander's 
concept  (Update  during  execution). 

TF  performs  supply  op^tions  from  the  field  trains  (LOGPACS)  and  combat  trains. 

a.  When  possible,  b^c  loads  are  maintained  at  levels  of  90  percent 

b.  Basic  loads  of  water,  Qass  m  items  (bulk  and  package  POL),  Class  V  items 
individual  and  crew-served),  and  Class  Vm  items  are  replenished  to  at  least  50 
percent 

TF  maintenance  performs  unit  maintenance  collecting  point  (UMGP)  activities. 

g.  Contact/recovery  teams  are  dispatched  to  repair  and  recover  forward  damaged 
veMcles  beyond  company  team  maintenance  capabilities  within  30  mmutes  of 
notiHcation. 

i.  All  vehicles  that  cannot  be  repaired  at  units  within  established  guidelines  (time, 
Qrpe  of  damage,  and  so  on)  are  evacuated  to  the  UMCP. 

j.  All  vehicles  tiiat  cannot  be  repaired  at  UMCP  within  established  guidelines  are 
evacuated  to  the  DS  maintenance  collection  point  or  field  trains/BSA. 

k.  UMCP  maintains  communications  with  the  combat  trains  CP. 

TF  recovers,  repairs,  and  returns  nonmission-capable  equipment 

a.  Nonmission-capable  equipment  is  diagnosed  and  appropriate  action  initiated 
within  ore  hour. 

b.  Recover/repair  operations  of  nonmission-capable  equipment  are  conducted  as 
quickly  as  possible. 

c.  Repah^  vehicles/equipment  are  moved  forward  on  die  next  LOGPAC  if  repaired 
in  BSA  (field  trains). 

e.  R^aired/replacement  vehicles  come  forward  prepared  to  fight  (combat  loaded 
tramed  crews). 

TF  performs  LOGPAC  opmtions. 

b.  Routine  CSS  coordination  is  performed  between  the  company  teams  or  platoon 


iroresentative  and  SVS4  representative. 

;.  LOGPAC  has  available  resupply  for  all  TF  attached,  OPCON, 


and  DS  elements. 


Note  that  die  conditions  for  this  task  include  the  presence  of  the  Forward  Support 
Battalion  to  provide  higher  echelon  combat  service  support  While  the  task  list  does  not 
address  expliddy  the  requirements  for  vertical  coordination  widi  Brigade  and  the  Division 
Support  command,  this  coordination  is  implied.  The  requirements  must  be  understood  by 
die  Battalimi  S4.  Responsibilities  down  to  die  subordinate  units  are  explicit  as  perhaps  best 
represented  in  the  numerous  sub  tasks  addressing  LOGPACs.  Understanding  vertical  CSS 
tasks  is  cleariy  a  part  of  die  training  of  Battalion  S4s. 
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Battalion  Task  Force/COMBAT  TRAINS  CP 
TASK:  Operate  Combat  Trains  CP  (7'1>3913): 

ARIEP  71>2  MIP,  Tank  and  Mechanized 
Irfantry  Battalion  Task  Force,  October  1988, 
pp.S-152  to  5-156.  Only  S4  Tasks  Included 

CONDITION:  The  IF  perfonns  tactical  operations.  Situations  occur  that  i^uirc  resupply, 
nwinfwianrff,  r^lacement,  evacuation,  and  weapon  systems  replacement  activities. 

TASK  STANDARD; 

a.  Combat  trains  CP  supervises  and  coordinates  CSS  for  the  TF. 

b.  Combat  trains  CP  is  not  destroyed. 

c.  Combat  trains  CP  controls  movement,  positioning,  and  security  of  combat  trains 
elements  to  ensure  continuous  CSS. 

d.  Combat  trains  CP  ensures  all  requested  supplies  are  received  by  units  lAW 
C(nnmander*s  guidance. 

SUBTASKS  AND  STANDARDS: 

1.  Combat  Trains  CP  plans  CSS  operations 

a.  S4/S1  develops  (paragraph  4  of  the  OPORD)  and  continually  updates  a  plan  that 
supports  tbs  IF  plan  by  providing  CSS  to  accomplish  the  operation. 

b.  C^XKition  of  Ae  combat  trains  is  tailored  for  the  tactical  situation. 

4.  Gornbat  trams  C7  controls  coinbat  train  elements. 

a.  Posititmed  for  and  set  up  security  with  sectors  of  fire,  wesqxMts  positioned,  local 
security,  and  fire  plans. 

b.  Ptidtioned  and  moved  to  allow  rapid  and  insnediate  resupply,  noaintenance 
support,  evacuation,  and  recovery. 

c.  .Ml  elements  are  loM  abreast  of  the  tactical  situation. 

d.  All  combat  trains  elemerus  coordinate  tiieir  resupply  requirements  with  the  combat 
trains  CP. 

e.  Movement  of  combat  trains  ensure  continuous  suppoti 

5.  Combat  trains  staff  collects  combat  status  from  forward  companies,  separate 
platocws,  and  field  trains  CP;  collates  and  provides  infonnatioti  to  me  comniander  and 
staff,  and  updates. 

a.  Monnation  is  accurate  and  oc^lete. 

c.  Motmation  potato  organic,  attached,  and  supporting  un'.; 

d.  IF  commander  is  updated  on  critical  CSS  status  problems  (tiK»^  >  ; 

ability  of  die  battalion  to  conduct  combat  operations). 

e.  TF  CSS  opexataes  have  knowledge  of  CSS  status  to  umduct  tqxraoons. 

f.  Ihe  following  information  is  maintained  by  oompanyAeam  and  is  current  !o 
widun  one  hour. 

•  Combat  status  of  combat  critical  systems.  Number  on  handfoumber 
nonmission  capable/nutrber  repairable  within  six  hours/location  of 
nomnissioa  capt&le  systems. 

g.  Staff  tnaintains  status  and  knows  location  of  internal  CSS  assets.  The  quantity 
and  reason  for  noimaission-capable  equipment  are  provided  to  widun  95  perceat 
on  ^following:  (Ite  below  chart  should  only  serve  as  a  guide.  Their  and  or 
lviga;&  SOP  regarding  equipment  status  will  be  used.)  MOP  determined  by 
acStal  observation  during  execution 

•  Suroly  tnicksArailers. 

•  FiM  tnidcsArailers. 

•  Kfedical  evacuation  vehicle. 

•  Maintenance  recovery  vducle. 
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•  Medics. 

•  Mechanics. 

•  Drivers. 

•  Cooks. 

•  Communications  repair. 

•  Armor. 

•  Water  trailers. 

6.  Combat  trains  CP  maintains  communications  by- 

a.  Performing  NCS  actions  for  die  TP  administradve/logistics  net 

b.  Keeping  abreast  of  the  tactical  situation  by  monitoring  the  TP  command  and 
control  net 

c.  Operating  as  a  station  on  die  brigade  adnunistrativcyiogistics  net 

d.  X^taining  communication  with  the  field  trains  CP. 

e.  Ensuring  combat  trains  CP  is  operational  24  hours. 

9.  CP  staff  coordinates  DS  maintenance  requests. 

•  ^thin  10  minutes  of  request  from  subordinate  and  attached/OPCON  units  for 
DS  maintenance,  TP  maintenance  is  informed  of  the  request 

10.  CP  staffcoordinates  pickup  ofrepaiied  replacement  Vehicles  with  UMCP 

a.  Infonns  maintenance.  ! 

b.  Sets  priorities  during  overloaded  periods. 

c.  Informs  units  of  vehicles  to  be  returned  to  them  and  coordinate  pickup. 

11.  Combat  trains  (7  can  become  battalion  main  CP. 

a.  Stays  abreast  of  tactical  situation  and  maintains  a  current  tactical  siniation  mtq}  that 
has  current  location  of  friendly  units  in  battalion  sector,  current  locations  of 
reported  enemy  in  battalion  sector,  and  fire  siQiport/obstacle  gr^hics. 

b.  Communicates  with  the  brigade  tactical  am  main  CPs,  and  the  DS  FA  TP 
(verified  by  communication  checks). 

12.  Cnxtbat  trains  CP  controls  movement^sitioaing  i 

a.  TP  combat  trains  CP  informs  all  elements  of  combat  trains  of  future  moves. 

d.  All  elem^ts  are  configured  in  a  march  order  i^ared  by  S4/SL 

e.  All  elements  move  in  time  to  provide  continuous,  responsive  support  of  the 
tactical  situation. 

13.  CP  staff  ccxmdinates  resupply,  botii  routine  and  emergency. 

a.  Basic  loads  are  maintains  at  a  level  of  90  percraL 

b.  Critical  resupply  items  are  on  hand/upload^  within  combat  trains. 

f .  Resupply  for  attached,  OPCON,  and  DS  units  are  coordinated^provided. 

g.  Attached  CSS  is  controlled  by  combat  trains  to  ensure  coordinated  CSS  to 
attached  units  is  accomplished. 

h.  Staff  requests  additional  transpc^ition  from  farig&Je  S4  in  an  emergency. 

i.  Coo^trainsCPcooRlinatesdirectly  to  brigade  S4  for  emergency  supply  needs. 

j.  LOGPAC  delivery  times  are  synchronized  to  support  ruaneuverphuis. 

k.  Riotities  for  resupply,  evacuation,  and  maintenance  are  established. 

14.  Combat  trains  CP  submits  requests  for  tesupply/suppott 

a.  CP  persotmel  monitor  battalion  comrnand  net  They  listen  for  supply 
requmements  and  initiate  action.  Tliey  call  unit  personnel  and  clarify  needs  dunng 

b.  Imtiummaediate  action  on  an  supply/suppon  requests  are  sent  to  field  trains  CP. 

15.  CP  staff  coordinates  CSS  with  field  ixains. 

a.  CP  collects  suprply,  permnnel,  and  maintenance  infennation  from  forward  units. 

&  compiles  the  formation  and  sends  it  to  die  field  trains  CP. 
d.  Deliv^  schedules  and  locations  support  the  tactical  plans. 
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Battalion  Task  Force/FIELD  TRAINS  CP 
TASK:  Operate  Field  Trains  CP  (7-1-3914): 

ARTEP  71-2  MTP,  Tank  and  Mechanized 
Iftfantry  Battalion  Task  Force,  October  1988, 
pp.  5-157  to  5-159.  Only  S4  Tasks  Included 

CONDITION:  The  TF  performs  tactical  operations.  It  conducts  CSS  operations  using 
echeltms  trains. 

TASK  STANDARD: 

a.  Held  trains  CP  coordinates  CSS  requirements  with  brigade  and  FSB. 

b.  LOGPACs  are  assembled  with  all  required  resupply  items  and  other  support,  and 
dispatched  forward  as  directed  by  tlie  M. 

c.  Held  trains  CP  is  not  destroyed,  and  it  defends  against  enemy  attacks.  CP  has  less 
dian  5  percent  casualties  from  enemy  attacks. 

SUBTASKS  AND  STANDARDS: 

1 .  S4  plans  field  trains  operations  that  address  the  following 

a.  HHC  commander  assists  the  S4  in  developing  a  plan  that  supports  the  TF  plan  in 
accomplishing  the  operation. 

b.  Con^Msition  of  the  field  trains  is  tailored  for  the  tactical  situation. 

Those  are  the  tasks  and  standards  for  the  Battalion  S4.  They  are  complete  and  do 
an  excellent  job  of  defrning  what  task  performance  is  expected  from  the  S4.  There  is 
obvious  duplication  among  and  between  the  various  task  lists.  These  should  be  eliminated 
by  the  doctrinal  proponent  prior  to  constructing  the  individual  staff  officer  (S4)  task 
training  package.  Individual  staff  task  proficiency  is  necessary  but  not  sufficient  It  must 
be  matched  by  S4  understanding  of  his  or  her  responsibilities  in  suppon  of  Battle  Staff 
Effectiveness-creating  a  highly  effective  organization.  This  aspect  of  necessary  individual 
training  in  Organizational  Competence  has  been  described  by  Olmstead  as: 
aJ  Cognitive  Role  Training 

This  is  formal  cla.ssroom  training  and  should  be  designed  to  provide: 

(1)  Knowledge  about  the  organization  apd  functions  of  a  battle  staff. 

(2)  Knowledge  about  Organizational  Competence,  its  rationale,  and  i.i 

essential  components.  ^ 

(3)  Knowledge  about  each  organization^  process,  its  definition,  and  its 

general  criteria  of  effectiveness.  1 

(4)  Knowledge  about  each  battle  stpff  position,  its  relation  to 
Organizational  Competence,  the  proc^es  most  likely  to  be  performed 
in  the  position,  and  how  diey  should  be  performed. 

(5)  Knowledge  about  teamwork  requirements  in  a  battle  staff,  and 
command  expectations  about  performance  as  a  team. 
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The  preferred  methexi  of  instruction  is  lecture-discussion,  with  the  overall 
objective  of  providing  working  knowledge  of  a  battle  staff,  its  roles,  ana 
Organizational  Competence,  its  processes,  and  its  effects  upon  battle  staff 
performance.  Training  to  mastery  can  be  accomplished  within 
approximately  I  S  hours  of  classroom  instruction. 

pp.  K  20-21 

As  discussed  earlier,  Olmstead  is  writing  primarily  for  the  training  environment 
within  an  active  component  unit  The  individual  staff  officer  and  staff  team  training 
described  in  this  Appendix  would  be  repackaged  for  distributed  raining  with  specific 
training  examples  built  in  to  Table  development  as  carefully  as  the  doctrinal  S4  tasks  listed 
above  will  be  included.  Now,  however,  the  tasks  are  somewhat  different  The  MOP  need 
to  respond  to  the  established  criteria  of  Organizational  Competence: 


CRITERIA  FOR  ASSESSING  QUALITY  OF  PROCESS  PERFORMANCE 


Sensing 

1 .  Accurate  detection  of  all  available  information. 

2.  Correct  interpretation  (attachment  of  correct  meaning)  of  all  detected 
information,  to  include  appropriate  weighting  of  its  importance. 

3 .  Accurate  discrimination  between  relevant  and  irrelevant  information. 

4.  Attempts  to  obtain  information  are  relevant  to  mission,  task,  or 
problem. 

5 .  Sensing  activities  are  timely  in  relation  to  information  requirements  and 
the  tactical  situation  of  the  moment 

6.  Internal  processing  and  recording  of  information  provides  ready 
avaUabili^  to  users. 

Communicating  Infonnation 

1 .  Accuracy  of  transmission  of  available  information. 

2.  Sufficiently  complete  to  transmit  full  and  accurate  understanding  to 
receivers  of  communications. 

3.  Timeliness  appropriate  to  unit  requirements. 

4.  Correct  choice  of  recipients;  everyone  who  needs  information  receives 
it. 

5 .  Whether  message  should  have  been  communicated. 

Decision  Making 

1.  Adequacy— Was  the  decision  adequately  correct  in  view  of 
circumstances  and  information  available  to  the  decision  maker? 

2.  Appropriateness-Was  the  decision  timely  in  view  of  the  information 
a>^(hable  to  the  decision  rrtaker? 

3.  Completeness— Did  the  decision  take  into  account  all  or  most 
contingencies,  alternatives,  and  possibUities? 
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Stabilizing 

1.  Adequacy-Action  is  correct  in  view  of  the  operational  situation  and 
conditions  which  the  action  is  intended  to  change  or  overcome. 

2.  Appropriateness— Timing  is  appropriate  in  view  of  the  situation, 
conditions,  and  intended  effects.  Choice  of  target  of  the  action  is 
appropriate. 

3.  Cocq)leteness-Acd(Mi  fully  meets  the  requirements  of  the  situadcm. 

Communicating  Implementation 

1 .  Accuracy  of  transmission  of  instmctions. 

2.  Sufficient  completeness  to  transmit  adequate  and  full  understanding  of 
actions  required. 

3.  Hmely  transmission  in  view  of  both  available  information  and  the 
dcAoa  requirements  of  die  participants. 

4.  Transmission  to  appropriate  recipients. 

5.  "Discussion  or  interpretadon”  is  efficient,  relevant,  and  achieves  its 


Coping  Actions 

1.  Correctness  of  actions  in  view  of  both  the  current  operadonal 
dicumstances  and  the  decision  or  order  from  which  the  acdon  derives. 

2.  Hmeliness  of  the  acdon  in  view  of  both  operadonal  circumstances  and 
die  decision  or  order  firom  which  die  acdon  derives. 

3.  Corxecmess  of  choice  of  target  of  the  acdon. 

4.  Adequacy  of  execudon  of  acdon. 

Feedback 

1.  Correctness  of  the  decision  and  acdon  to  obtain  feedback  in  view  of 
operadonal  circumstances,  the  preceding  acdons  whose  results  are 
b^g  evaluated,  and  current  informadon  requirements. 

2.  Heiress  of  the  feedback  decision  and  acdon. 

3.  Gorreoness  of  choice  of  target(s)  of  the  action. 

4.  Appropriate  use  of  feedback  informadon  in  new  actions,  decisions,  and 
plans. 

Olmstead,  Battle  Su^ Integration^  pp.  C3,  C4 

These  are  broad  criteria.  They  are  applicable  in  the  training  of  individual  staff 
officers  and  staff  teams  both  for  general  understanding  of  the  processes  and  their 
in^iottance  in  contributing  to  Battle  Staff  Effectiveness  and  for  developing  specific  tactical 
exanqiles  and  comparison  "probes”  designed  to  be  used  by  OE  personnel  For  now,  the 
challenge  is  to  ensure  that  the  S4  individual  training  package  trains  not  only  the  prescribed 
S4  doctrinal  tasks  (AMTP-MTP  71-2)  but  also  that  it  trains  the  organizational  processes 
^ipropriate  to  the  S4  position  in  executing  Battalion  Task  Force  Defense  to  standard. 
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These  staff  tasks  and  organizational  competence  processes  now  need  to  be  tied  to 
explicit  Measures  of  Performance  which  can  be  used  in  the  AAR.  That  brings  us  to  Step  2. 

STEP  2.  DESCRIBE  WHAT  MUST  OCCUR  IN  "A  WAY"  WARFIGHT  TO 
CAUSE  EVALUATION  DATA  REQUIRED  IN  1  ABOVE  TO  BE 
DEVELOPED. 

There  appear  to  be  few  specific  requirements  which  need  to  be  added  to  a  standard 
CTC  type  Battalion  Task  Force  Defense  in  order  to  develop  the  very  specific  MOP  data 
necessary  to  create  the  training  support  for  S4  training.  They  are: 

•  The  unit  should  start  the  operation  (Receipt  of  Mission  from  Brigade)  already 
degraded  from  previous  operations  so  that  there  is  no  surplus  in  the  logistics 
system.  Logistics  operations  must  be  conducted  throughout  the  conduct  of  the 
defense 

•  The  enemy  should  be  sufficiently  capable  that  even  the  highly  competent  "a 
way"  unit  is  required  to  modify  its  plans  substantially  during  execution  of  the 
defense  so  that  logistic  staff  processes  are  stressed. 

3.  FIGHT  THE  "A  WAY"  COMBAT  ACTION,  COLLECT  EXPLICIT  MOP 
DA  i  RELATED  TO  EACH  OF  THE  SELECTED  TASKS. 

The  "a  way"  action  should  be  fought  by  a  CTC-validated  Battalion  Task  Force  in 
TES  virtual  simulation  (SIMNET)  with  all  staff  positions  fully  manned.  Mission:  daylight 
Defense  in  Sector.  Units  should  be  manned  down  to  Platoon  Leader  level-individual  AFV 
in  Semi-Automated  Forces.  AAR  conducted,  and  recorded,  for  each  individual  staff 
officer,  staff  team,  and  entire  Battle  Staff. 

Development  of  the  training  support  for  the  S4  will  require  particular  emphasis  on 
representing  logistic  requirements  from  the  Companies  up  and  from  Brigade  and  Division 
Support  Command  (Forward  Support  Battalion)  down.  The  challenge  is  to  draw  on  the 
overall  battalion  defense  scenario  to  bring  out  S4  MOP/MOE  in  sufficient  detail  to  support 
the  individual  staff  position  training  packages  or  Modules  for  distributed  training.  Think  of 
the  problem  as:  What  arc  die  necessary  cues  to  stimulate  S4  staff  actions  in  response  to  the 
S4  MOP/MOE  defined  above?  Then  create  those  cues  in  the  "a  way"  battalion  combat 
action  in  virtual  simulation  in  order  to  create  die  necessary  trairting  support 

The  "a  way"  unit  should  be  prepared  to  execute  several  full  repetitions  of  the 
mission  to  constant  initial  METT-T  from  receipt  of  the  mission  warning  order  from  Brigade 
to  assignment  of  the  next  mission  with  full  documentation  as  described  above.  Note:  For 
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purposes  of  concept  development,  full  documentation  is  necessary  only  for  the  Execution 
Phase.  Considering  the  effort  required  to  secure  this,  it  may  be  desirable  to  collect  data  for 
Planning  and  Preparation  as  well.  Then  all  of  the  necessary  documentation  will  be 
available  for  subsequent  completion  of  all  phases  of  defense  without  having  to  reassemble 
the  "a  way"  erqrerienced  Battalion  TF. 

4 .  WRITE  EXPANDED  MOP  ORIENTED  TO  THE  "A  WAY" 

EXECUTION-IF  MOE  ARE  INVOLVED,  EXPLAIN  THE  NATURE  OF 
THE  EXPERT  INTERPRETATION  OF  MOP  WHICH  IS  REQUIRED. 

This  should  be  an  exercise  in  detailed  "Hlling  in  the  blanks."  Each  of  the  general 
MOP/MOE  listed  in  Step  1  above  relating  to  Bn  TF  Defense,  Execution  should  be 
expanded  using  the  actual  warfight  data  captured  during  the  warfights  conducted  in  Step  3 
above.  Specific  amounts,  locations,  and  times  should  be  recorded  in  detail  with  all  of  the 
source  back  up  cross-referenced  far  further  training  use  including  whenever  possible  visual 
confirmation  through  Plan  View  Display  or  Stealth  Out  of  Window  displays  of  critical 
actions. 

Examples  follow  of  detailed  "a  way"  MOP/MOE.  Assuming  that  the  Proponent 
selected  all  of  the  S4  tasks  in  Battalion  Task  Force  Task  Perform  combat  service  support 
operations  (7- 1*3912),  those  subtasks  are  listed.  The  general  subtask  and  standard  is 
followed  by  the  detailed  data  which  should  be  collected  from  execution  of  the  missitm.  To 
avoid  errors  and  omissions,  each  MOP/MOE  should  have  similar  documentation  of  detail 
provided  prior  to  "a  way"  execution  so  that  all  know  what  data  must  be  collected  in  Table 
preparation  in  step  5  below. 


Extract:  Battalion  Task  Force— 

TASK:  Perform  combat  service  support  operations  (7*1*3912): 


ARTEP  71-2  MTP,  Tank  and  Mechanized 
Infantry  Battalion  Task  Force,  Octc  ber  1988, 
pp.  5*145  to  5*151.  Only  S4  Tasks  Included 


SUBTASKS  AND  STANDARDS: 

1 .  Leaders  and  staff  provide  the  TF  commander  with  a  CSS  estimate  and  update  him  on 

the  ccxnbat  status. 

a.  Provide  accurate  combat  status  to  the  commander  and  staff,  which  includes 
system  status,  critical  systems....  Compare  S4/ALOC  combat  status  reports  to 
actual  status  every  15  minutes  of  Execution.  Annotate  time  and  accuracy 
discrepancies.  Compare  ALOC  to  TOC  and  Field  Trains  data  held  every  15 
minutes. 
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b.  Provide  all  CSS  limitations  (internal  and  external)  that  impact  on  mission 
execution  to  the  commander  ...  upon  change.  Recc^  actual  CSS  limitations 
widiin  Bn  and  in  FSB  compared  to  those  reported  to  the  commander  by  the  S4. 

c.  Continually  update/inform  TF  commander  of  critical  CSS  status 
^ortfalls^noblems  that  affect  the  ability  of  the  TF  to  conduct  combat  operations. 
Compart  actual  shortfalls/problems  to  those  known  by  the  S4.  Of  those  known 
to  S4,  what  was  known  by  the  commander,  how  quickly  (responsively)? 

2.  TFcommanderandstaffplan  and  coordinate  CSS. 

•  Prepare,  disseminate,  and  update  a  CSS  plan  that  supports  the  commander's 
concept.  (Update  during  execution).  Record  updates  accomplished, 
assessment  of  the  effect  on  outconre  of  the  defense? 

3.  TF  performs  supply  operadons  from  the  £eld  trains  (LOGPACS)  and  combat  trains 

a.  When  possible,  bi^c  loads  are  maintained  at  levels  of  90  percent 

b.  Basic  loads  of  water.  Class  m  items  (bulk  and  package  POL),  Class  V  items 
On^vidual  and  crew-served),  and  Qass  Vm  items  are  replenished  to  at  least  50 
percent  Li  each  case,  how  much  of  what  was  provided  when  to  which  locations? 
V^at  percent  of  the  subordinate  unit  resupply  ^uirement  was  met? 

5 .  IF  maintenance  performs  unit  maintenance  collecting  point  (UMCP)  activities. 

g.  Contact/recovery  teams  are  dispatched  to  repair  and  recover  forward  damaged 
vehicles  beyond  company  team  maintenance  capabilities  within  30  minutes  of 
noi^cation.  Number  of  teams  dispatched,  when? 

i.  All  vehicles  that  cannot  be  repaired  at  units  within  established  guidelines 
(time,type  of  damage,  and  so  on)  are  evacuated  to  the  UMCP.  Number  of 
vehicles  evacuated. 

j.  All  vehicles  that  cannot  be  repaired  at  UMCP  within  established  guidelines  are 
evacuated  to  the  DS  mabtenance  collection  point  or  field  trains/BSA.  Number  of 
vehicles  evacuated.  Note  select  an  arbitraiy  time  and  location  of  evacuation  for 
cut  off  of  analysis. 

k.  UMCP  maintains  communications  with  the  combat  trains  CP.  Percent  of 
Execution  time  when  communication  is  out 

6.  TF  recovers,  repairs,  and  ntums  nonmission-capable  equipment 

a.  Nonmission-capable  equipment  is  diagnosed  and  appropriate  action  initiated 
within  one  hour.  Compare  actual  nonmission  capable  to  that  diagnosed  and 
action  initiated  within  one  hour. 

b.  Recover/repair  operations  of  nonmission-capable  equipment  are  conducted  as 
quickly  as  possible.  Actual  compared  to  what  accomplished  during  the  Table. 
Expert  assess  "as  possible"— MOE  rather  than  MOP. 

c.  Repaired  vehicles/equipment  are  moved  forward  on  the  next  LOGPAC  if  repaired 
in  BSA  (field  trains).  Compare  actual  and  what  done  by  unit  Establish  explicit 
standard. 

e.  Repairedfreplacement  vehicles  come  forward  prepared  to  fight  (combat  loaded 
ttained  crews).  Compare  actual  and  what  done  by  unit.  Establish  explicit 
standard. 

10.  TF  performs  LOGPAC  operations. 

b.  Routine  CSS  coordination  is  performed  between  the  company  teams  or  platoon 
representative  and  S1^4  representative.  List  critical  elements  of  coordination, 
record  content,  timeliness  of  reponing. 

c.  LOGPAC  has  available  resupply  for  all  TF  attached,  OPCON,  and  DS  elements. 
Compare  actual  LOGPAC  i^uirements  by  unit  to  that  accomplished.  End  of 
exarrq)le-S4  MOP/MOE  development 
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5.  TRANSLATE  THE  SPECIFIC  "A  WAY”  MOP  TO  THE  MOP 

COLLECTION  REQUIREMENTS  FOR  "YOUR  WAY”  EXECUTION  OF 
THE  TABLE  OR  MODULE. 

After  Step  4,  the  detailed  collection  requirement  has  been  established  for  the  Module 
training  exercise  for  the  S4.  The  challenge  now  is  to  develop  a  plan  primarily  automated 
but  also  including  the  use  of  trained  OCs  and  OEs  to  pennit  collection  of  the  detailed  MOP 
and  MOE  in  a  timely  manner.  This  has  to  be  done  to  structure  the  AAR  of  the  "a  way" 
Module  exercise  for  the  S4.  Once  the  resulting  structured  exercise  is  validated  by  use  in  a 
Proof  of  Principle,  that  methodology  applies  to  collecting  the  MOP/MOE  for  the  training  of 
"your  way”  S4  as  a  initial  part  of  BCST.  This  data  could  be  used  "stand  alone"  or  in 
comparison  to  the  MOP/MOE  record  of  the  performance  of  the  S4  in  the  "a  way"  unit 

Thus  the  first  major  ingredient  for  the  primary  unit  staff  training  vehicle,  the  AAR, 
is  developed.  The  individual  staff  officer  is  provided  a  rigorous  program  for  mastering  his 
or  her  individual  tactical,  technical  competence  as  well  as  understanding  and  practiring  the 
requirements  of  Organizational  Competence.  Similar  programs  need  to  be  developed  for 
each  staff  position.  Now  to  the  small  staff  teams  which  must  work  in  concert  to  enable  the 
synchronizatioo  of  BOS  expected  in  operations  conducted  in  executing  Airland  Battle 
doctrine.  Now  documentation  needs  K)  be  prepared  for  both  Staff  Task  Proficiency  and 
Battle  Staff  Effectiveness. 

S2,  S3,  FSO 

The  problem  of  MOP  development  is  somewhat  less  complex  for  staff  team  tasks. 
In  the  preceding  action,  all  of  the  primary  staff  individual  tasks  will  have  been  tied  to 
doctrinally  correct  MOP  or  MOE.  When  considering  staff  teams.  Table-related  training 
programs-Modules-in  individual  Staff  Task  Proficiency  and  Battle  Staff  Effectiveness  can 
be  assumed  to  be  present  for  each  staff  position.  In  translating  from  individual  staff  officer 
to  the  small  team,  the  task  is  to  group  individual  tasks  as  they  converge  in  areas  of  cross- 
BOS  staff  coordination.  For  example,  the  S2,  S3,  Engineer  team  is  constrained  to  tasks 
and  MOP  associated  with  Mobility,  Countermobility,  and  Survivability  in  areas  of  S2  and 
S3  interest  (with  the  FSO  for  Fire  suppon).  The  S4,  S3,  Air  Defense  team  is  concerned 
about  tasks  and  MOP  related  to  the  Air  Defense  Battlefield  Operating  System  in  areas  of  S4 
and  S3  interest 

There  is  more  to  staff  teams  than  horizontal  team  development  as  is  described  above 
at  battalion  echelon.  Vertical  teaming  is  equally  important  Each  primary  staff  officer  is  a 
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member  of  a  vertical  network  of  staff  officers  and  some  funcdonal  area  commanders,  all  of 
whom  are  concerned  about  the  effective  coordination  of  the  various  Battlefield  Operating 
Systems  from  the  lowest  unit  to  Echelons  above  Division  or  Coips.  Tne  Fire  Support 
Officer  at  battalion  maintains  clo^e  contact  with  the  DS  Artillery  Battalion  and  through  it 
with  Division  Artillery  and  in  some  cases  with  Corps  Artillery.  That  vertical  fire  support 
team  has  to  be  trained  just  as  rigorously  as  does  the  intra  Bn  or  Bde  staff  team.  Precisely 
that  vertical  coordination  is  addressed  in  the  proposed  Fire  Coordination  Exercise.  See 
App.  1.2. 

For  concept  development  purposes,  the  battalion  staff  team  developed  here  is  the 
S2,  S3,  FSO-synchronizadon  of  direct  and  indirect  fires  at  battalion  echelon.  Therefore, 
the  tasks  and  appropriate  MOP  of  the  S2  and  S3  are  narrowed  to  areas  of  Rre  Support 
overlap.3 

The  general  steps  for  MOP  development  for  development  of  Staff  Task  Proficiency 
and  Batde  Staff  Effecdveness  for  small  staff  teams  rur  as  they  were  for  individual  staff 
ofQcer  proficiency: 


STEP  1.  DEFINE  TASKS,  CONDITIONS,  AND  STANDARDS  FOR  THE 
S2,  S3,  FSO  STAFF  TEAM 

General  responsibilides  for  this  staff  team  are  included  in  FM  71-2: 

6-3.  PLANNING  CONSIDERATIONS  (Extract) 

b.  One  of  the  commander’s  greatest  challenges  is  in  synchronizing  and 
concentrating  all  of  his  combat  power  at  the  crirical  time  and  place. 
There  will  be  a  multitude  of  targets  to  engage  in  a  siiort  time  and  a  time 
lag  from  the  time  the  decision  is  made  to  use  sunnorting  fires  until  the 
target  is  hit  The  commander  alone  will  not  have  the  time  to  integrate 
^  the  weapons  available  to  him  in  terms  of  concentrated  combat 
^wer.  Tlie  FSO  assists  the  commander  by  developing  the  fire  support 
plan  concurrently  with  the  maneuver  plan.  During  the  battle,  the  FSO 
and  fire  support  section  monitor  the  execution  of  ^  support  to  ensure 
mnipliance  with  the  commander's  intent  and  to  provide  continuous 
support 

c.  Ill  using  fire  support,  the  task  force  commander  considers  the 

following. 


^  If  the  development  challenge  were  to  establish  MOP/MOE  for  a  vertical  team,  the  process  would  be 
similtf  with  the  team  limit^  to  Company  FIST.  Baoaiicn  FSO  and  Brigade  FSO-DS  Arty  Battalion 
Commander. 
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(1)  Fire  support  to  complement  maneuver  systems.  Fires  are  used  to 
accomplish  missions  that  maneuver  forces  cannot,  or  that  would 
otherwise  divert  maneuver  forces  from  the  main  effort,  such  as 
suppressing  an  enemy  position  to  allow  concentration  of  maneuver 
forces  elsewhere. 

(3)  Most  effective  roles.  To  best  integrate  frre  support,  the  task  force 
commander  must  know  the  capabilities  and  limitations  of  all 
supporting  frres  and  ensure  that  fire  support  is  used  where  and 
when  it  wUl  be  most  effective.  ILe  combined  fires  of  an  FA 
battalion  and  the  battalion's  mortar  platoon  can  cover  less  tluui  a 
square  kilometer  and,  therefore,  must  be  judiciously  plaiuied. 

d.  The  planning  and  coordination  processes  begin  when  the  mission  is 
received  or  assumed,  and  they  never  stco.  The  commander.  XO.  S3. 

S2.  and  FSO  interact  throughout  the  planning  and  execution  of  the 
mission  to  ensure  that  fire  planning  is  a  continuing  process.... 

The  commander  must  ensure  that  he  clearly  states  his  intent  for  fire  support, 
that  his  fire  support  plan  is  developed  accordingly,  that  all  available  fire 
support  is  considered,  and  that  each  phase  of  the  maneuver  plan  is 
supported  by  the  fire  plan.  The  FSO  must  ensure  that  he  understands  the 
commander’s  requirements  for  fire  support 

FM  71-2,  The  Tank  and  Mechanized  Infantry 
Battalion  Task  Force,  September  1988,  pp.  6-4,  -5 

The  really  tough  doctrinal  challenge  to  synchronize  is  underlined  in  the  extract 
above.  Qeaily  there  is  a  challenge  of  continuing  coordination  between  the  S2,  S3,  and 
FSO  during  execution  of  the  defense.  Coordination  requirements  are  described  in  greater 
depth  in  the  Combined  Arms  Battle  Tasks  for  Bn  TF  Defense,  Execution.  The  following 
tasks  and  standards  extract  standards  relevant  to  synchronization  from  the  Combined  Arms 
Battle  Tasks 


COMBIK^sID  ARMS  TASKS  Bn  TF,  Defend 


Execution  and  Ccminnon  Piiases 
Combined  Anns  Battle  Tasks 
Battalion  Task  Fmce  Defend 
ARI  Undated  (03/92),  pp.  47-67. 

EXECUTION  TASK  #68  Conduct  Reconnaissance  and  Surveillance  Effort 
STANDARD:  Enemy  activities  and  intentions  are  continuously  monitored  and  known  by 
die  Task  Force 

SUBTASK:  Process  Combat  Information 

The  situational  ten^)late  is  always  updated  to  rcflxt  new  information. 

The  situatimial  template  is  continuously  verified  through  the  use  of  new  information. 
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Predicted  enemy  courses  of  action  are  always  adjusted  as  necessary  based  on  new 
infoiroation. 

The  event  template  is  always  adjusted  as  the  situational  tempJr'.  -cquires. 

EXECUTION  TASK  #73  Execute  Fire  Support  Pian 

STANDARD:  Supporting  fires  are  fired  in  accordance  with  priorities  established  by  the 
decision  matrix  and  as  mo^ed  by  the  Task  Force  Commander. 

The  following  fires  are  always  accurately  placed  on  prescribed  targets; 

1)  CAS 

2)  Artilleiy 

3)  Monars 

4)  FASCAM 

EXECUTION  TASK  #72  Execute  Maneuver  Scheme 

STANDARD:  Concentrated  direct  fires  on  the  enemy  force  are  maintained  throughout  the 
battle 

SUBTASK:  Shift  Main  Effort 
STANDARD: 

Commander  correedy  identifies  changes  in  the  enemy  threat 

Adjustnients  to  the  task  force  main  effort  are  made  in  accordance  with  pre-planned 
contingencies. 

Fires  are  effectively  shifted  in  response  to  the  threat 
Appropriate  forces  are  shifted  to  better  enga^  the  enemy 

EXECUTION  TASK  #78  Execute  Decision  Matrix 

STANDARD:  Taskforce  ftre  and  maneuver  are  orchestrated  in  accordance  with  scheduled 
tactical  events 

Appropriate  orders  are  always  issued  when  the  tactical  situation  coincides  with  the 
anticipated  battle  scenario,  for  the  following: 

1)  Maneuver  events. 

2)  Firing  events. 

llie  following  prearranged  events  are  always  activated  by  the  tactical  situation: 

1)  Direct  ^  initiation. 

2)  Indirect  fire  initiation. 

3)  Obstacle  employment 

4)  Air  support 

5)  Commitment  of  reserve  forces. 

6)  Movement  1^  maneuver  companies  to  other  positions. 

Effective  in.structions  are  issued  to  appropriate  elements  for  modifications  to  the  decision 
matrix. 

EXECUTION  TASK  #79  Control  Supporting  Fires 

STANDARD:  Supporting  fires  are  executed  in  accordance  with  designated  priorities  and/or 
orders 

Supporting  fires  are  correctly  executed  in  accordance  with  the  following; 

1)  Fire  support  execution  matrix. 

2)  Commander’s  directions. 

3)  Ef  '^ablished  rules  of  engagement  for  firing  out  of  sector. 

Supporting  fires  are  integrate  with  the  following: 

1)  Attack  helicopters. 

2)  Qosc  Air  Support 
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EXECUTION  TASK  #  159  Position  Fire  Support  Forces 

STANDARD;  Fire  support  forces  are  reposition^  to  continuously  provide  effective 

support  to  maneuver  elements. 

The  following  fire  support  forces  are  always  able  to  provide  continuous  coverage  to  task 
force  elements. 

1)  Direct  stq)port  artillery 

2)  Mortars 

EXECUTION  TASK  #170  Issue  FRAGO 

STANDARD:  Mission  essential  information  is  communicated  to  subordinate  elements  in 
sufficient  time  to  allow  their  actions  to  be  proactive 
Hie  following  are  always  acoon^lished: 

1)  The  onto  is  given  in  a  timely  manner. 

2)  Hie  order  conectly  relays  the  Commander's  intent 

3)  The  (ffder  is  direct  and  concise. 

Subordinate  leaders  understand  adjustments. 

EXECUTION  TASK  #177  Comply  with  Commander's  Intent 
STANDARD:  Mission  essential  taslu  are  accomplished  in  accordance  with  planned  i 
operadcHial  concepts  and  modifications  as  directed  by  the  commander 
Mission  taslu  are  correctly  acco^lished  with  regard  to  the  following  factors: 

1)  Unit  combat  effectiveness  is  maintained  throughout  the  duration  of  the  mission. 

2)  The  desired  task  outccKnes  are  attained.  | 


Combined  Arms  Battle  Tasks:  BNTF  Defense  i 

pp.  50*58  I 

These  are  still  broad  tasks  and  standards  which  cross  Battlefield  Operating 
Systems.  The  requirements  for  coordination  are  more  evident;  however,  there  is  not  ^ 
sufficient  detail  to  prescribe  staff  team  tasks  much  less  what  the  more  precise  MOP/MOE  j 
for  "a  way"  execution  might  be.  As  it  was  in  developing  individual  staff  officer  | 
responsibilities  (S4  above)  the  ARTEP  71-2  MTP  is  more  detailed.  Again,  consistent  with  | 
the  unit  mission  focus  on  Battalion  TF  Defense,  Execution,  only  tasks  relevant  to  that 
mission  have  been  included.  Note  that  standards  now  become  very  explicit-suitable  for 
developing  precise  MOP  and  MOE  fac  Staff  Task  Proficiency.  They  are  underiined. 


Battalion  Task  Force  TASK:  Defend  (7-1.3009) 

ARTEP  71-2  MTP,  Tank  and  Mechanized 
Irfantry  Battalion  Task  Force,  October  1988, 
pp.  5-33, 34.  Only  S4  Tasks  Included 

CONDITION:  The  TF  defends  in  the  forward  portion  of  the  MBA.  A  covering  force 
fcrwsrd  of  the  TF  gives  the  TF  early  warning.  The  covering  force  withdraws.  The  enemy 
performs  reconnaissance,  breaching,  and  in&tradon  to  prepare  for  the  attack.  The  enemy 
attacks  with  an  MRB(+). 
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NOTE:  This  t  ay  be  a  battle  position  defense  or  defense  in  sector,  depending  upon 
METT-T  factors. 

TASK  STANDARD: 

a.  The  TF  is  prepared  to  defend  at  the  time  prescribed 

b.  The  enemy  MRR  is  deteated  forward  (50  percent  or  more  destroyed,  wounded,  or 
captured)  forward  of  the  battalion  rear  boundary. 

c.  The  TF  performs  the  defense  LAW  the  brigade  contmander’s  intent  for  coordination 
with  adjacent  TFs. 

d.  There  is  no  penetration  of  rear  boundary  by  an  MRC(-i>)  or  more.  TF  sustains  less 
than  30  percetit  casualties. 

SUBTASKS  AND  STANDARDS 
4.  IP  defeats  the  attack. 

a.  The  enemy  MRR  is  defeated  forward  of  the  TF  rear  boundary.  There  is  no  MRC 
or  larger  penetration  of  the  TF  rear  boundary. 

b.  TF  performs  the  defense  LAW  the  brigade  commander's  intent  for  coordination 
with  adjacent  battalions.  Movements  do  not  uncover  adjacent  battalion. 

c.  TF  has  at  least  70  percent  personnel  and  equipment  after  consolidation  and 
reorganization,  and  it  can  continue  its  mission. 


These  are  very  explicit  and  demanding  standards.  We  know  the  desired 
performance  outcomes  but  there  is  insufficient  detail  on  synchronization  to  structure  the 
staff  team  training  for  the  S2,  S3, 1^0  staff  team.  For  that,  we  must  pick  and  choose  from 
several  ARTEP-MTP  tasks:  Command  and  Control  the  Battalion  Task  Force,  Command 
Group  operations.  Perform  S2  operations,  and  Employ  fire  support:  Explicit  standards 
suitable  for  MOE/MOP  development  are  underlined. 

TASK:  COMMAND  and  CONTROL  the  battalion  task  force  (7«1>3901) 

(FM  71-2,  FM  101-5) 

CONDITION:  The  brigade  issues  an  OPORD,  warning  order,  or  FRAGO. 

TASK  STANDARD: 

a.  The  TF  plan  accomplishes  the  directed  specified  tasks  LAW  the  brigade  conunander’s 
concept  and  intent  Ttie  plan  is  received  and  understood  by  the  le^ership  of  the  TF. 
It  is  coordinated  with  higher,  adjacent  and  supporting  elements. 

b.  The  TF  is  prepared  to  initiate  the  mission  at  the  directed  time. 

c.  The  TF  controls  and  synchronizes  subordinate  and  supporting  elements  so  that  it 
accomplishes  the  mission  and  preserves  the  force. 

d.  The  TF  keeps  higher,  adjacent  subordinate,  supporting,  and  supported  headquarters 
informed. 

12.  IF  leaders  command  and  control  the  execution. 

a.  Subordinate  elements  report  enemy  and  friendly  actions,  change  in  status,  and 
any  other  factor  that  would  require  change  within  three  minutes. 

b.  TF  leaders  win  the  battle  bv  directing  the  maneuver  of  units,  controlling  direct  and 
indirect  fires,  and  directin-::  other  CS  actions  to  cone  with  new  METT-T  factors. 
Indicators  are: 

•  Elements  not  following  OPORD  are  corrected. 

•  Responses  m  new  METT-T  are  directed  when  new  situation  occurs. 
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•  No  friendly  casualties  inflicted  bv  fnendlv  direct  or  indirect  £res. 

•  Number/porcentage  of  direct  fire  weapons  engaging  enemy. 

•  Number  of  indirect  firejounds  fired  and  percentage  hitting/suppressing  the 

enemy. 

•  Number  of  enemy  casualties. 

•  Number  of  friendly  casualries. 

e.  Command  and  control,  and  CSS  assets  are  controlled  to  support  maneuver  effort. 
Indicators  arc: 

•  Effective  CSS,  and  command  and  control. 

•  Command  and  control  or  CSS  element  not  destroyed  by  enemy  direct  fires. 

d.  FRAGOs  are  clear,  concise,  and  quickly  executed  ^  subordinates. 

e.  Changes  that  affect  the  battle  are  disseminated  within  five  minutes. 

13.  Subordinate  commanders,  leaders,  and  staff  laterally  coordinate  actions  during  the 

battle. 

•  All  battle  actions  requiring  coordination  between  battalion  elements  are  laterally 
coordinated. 

14.  TF  coordinates  with  adjacent  and  supporting  headquarters. 

•  All  battle  actions  requiring  coor^adon  with  other  headquarters  are  laterally  and 
promptly  coordinated. 

15.  TF  reports. 

•  TF  CPs  submit  all  cridcal  and  required  reports  to  brigade.  They  report  events  to 
adjacent  and  supporting  elements  that  impact  on  them  in  dme  for  those  units  to 
react 

TASK:  COMMAND  GROUP  operations  (7.1-3903)  (FM  71-2,  Chapter  2; 
TACP  51-55) 

CONDITION:  The  TF  conducts  tacdcal  operations  against  an  enemy.  Changes  in 
METT-T  require  control  and  coordination  actions. 

TASK  STANDARD: 

a.  The  command  group  coordinates  and  directs  the  maneuver  of  combat  forces,  conuols 
direct  and  indirect  ftres,  and  cocxxlinates  other  critical  activities  to  win  the  battle. 

b.  llie  commander  informs  the  main  CP  of  anticipated  changes  in  subordinate  unit 
missions. 

3.  Command  group  follows  the  battle. 

•  Command  ^up  tmnitors  the  development  of  the  enemy  and  friendly  situations. 

4.  Connnand  group  directs  the  maneuver  and  fires  of  combat  forces 

a.  TF  wins  the  battle. 

b.  TF  commander  controls  Hre  and  maneuver  of  company  teams  or  supporting 
combat  elements  by  giving  FRAGOs  to— 

•  Correct  elements  nut  following  OPLAN/OPORD. 

•  Change  plan  to  respond  to  new  METT-T  factors. 

•  Control  direct  fires  on  the  enemy. 

c.  TF  commander  directs  changes  in  missions/tasks  for  fire  support.  ADA,  scouts. 
antiarmor  elements,  engineer  elements,  and  other  CS  to  respond  to  changes  in 
METf-T.  He  controls  directly  or  by  instructing  the  main  CP  to  issue  a  FRAGO. 

5.  FSO  coordinates  the  execution  of  fire  support 

a.  Fire  support  assists  the  TF  to  accomplish  the  mission  and  does  not  fire  on 

friendly  forces.  _ 

b.  FSO  modifies  the  fire  support  plan  to  conform  to  new  factors  of  METT-T  or  new 
guidance  from  the  TF  commander.  He  directs  subordinate  FSO/RSTs  or  other 
elements  to  engage  portions  of  the  enemy  formation/positions,  or  he  changes 
priorities  of  fires  or  priority  of  targets,  or  he  gives  other  guidance. 
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c.  FSO  directs  the  FSE  to  accomplish  coordination  actions  that  the  FSO  cannot 

d.  FSO  directs  the  FAC  to  request  immediate  CAS  (at  least  30  minutes  before 
needed  time  on  target). 

6.  FAC  directs  CAS  strikes. 

a.  CAS  strikes  contribute  to  mission  success. 

b.  CAS  does  not  strike  friendly  elements 

c.  CAS  is  directed  LAW  procedures  outlined  in  TACT  51-55. 

7.  Command  group  performs  lateral  coordination  with  adjacent/forward  battalions 

•  Actions  of  the  enemy  battalion  or  other  situadons  that  impact  on  adjacent  or 
forward  TFs  are  quickly  coordinated.  The  command  group  accomplishes  this 
direedy  or  through  the  main  CP. 

8.  Command  group  reports 

a.  XO/S3  augments  the  reports  of  subordinate  elements  to  keep  the  main  CP 
infosmed  of  the  forward  tacdcal  situadon. 

b.  Sends  cridcal  reports  to  the  brigade  tacdcal  CP. 

TASK:  PERFORM  S2  operations  (7-1-3906)  (FMs  71-2,  and  34-3) 

CONDITION:  The  TF  conducts  combat  opetadons. 

TASK  STANDARD: 

a.  The  S2  secdon  collects,  analyzes,  and  disseminates  informadon  on  enemy, 
terrain,  and  weather  timely  and  accurately,  which  allows  the  TF  to  conduct 
combat  ope^ons. 

b.  Tlie  S2  secdon  prepares  and  updates  IPB  that  is  70  percent  accurate  and  prevents 
the  TF  from  bcine  sumrised  bv  the  enemy. 

c.  Ten^lates  are  validated  with  updated  informadon  gathered. 

7 .  S2  disseminates  and  coordinates  intelligence  informadon. 

•  Templates,  intelligence  esdmate,  weather,  and  other  intelligence  updates  are 
provided  to  the  commander,  staff,  and  subordinates  as  soon  as  new  informadon 
IS  available  or  requires  changes  in  ^e  intelligence  estimate  or  templates. 

8.  S2  coonjinatgiinislUggnsg.  infoiTnatigi].with  the  staff, 

b.  S3  secdon:  Templates,  esdmates.  terrain  analysis,  and  R&S  plan, 

c.  FSE:  Known,  suspected,  and  likely  enemy  legations  and  other  targedne 
informadonL  likely  enemy  fire  support  acdons  for  inclusion  into  templates  and 
estimates. 

d.  FAC.  S3  air,  helicopter  unit  commander,  and  ADA  officer:  Likely  enemy  uss  of 
CAS,  attack  helicopters,  and  air  approaches. 

f.  All  staff  personnel:  All  intelligence  informadon  received  on  their  nets  is  reported 
to  the  S2. 

TASK:  EMPLOY  fire  support  (7-1-3907)  (FM  71-2) 

CONDITION:  The  TF  has  priority  of  fires  from  a  DS  FA  battalion  and  has  been  given 

CAS  sorties  for  planning  purposes.  TF  mortars  have  been  incorporated  into  the  plan. 

Immediate  or  additional  sorties  are  available  upon  request. 

TASK  STANDARD: 

a.  All  available  supporting  fires  are  executed  to  accomplish  tasks  that  best  support 
the  commander's  intent/concept  to  accomplish  the  mission.  Available  fires  attack 
critically  vulnerable  areas  of  enemy  formations  or  positions. 

b.  At  least  80  percent  of  the  missions  fired  suppresses/neutralizes/destrovs  the 
enemy  or  accomplishes  the  commanders  intent 

c.  Friendly  supporting  fires  do  not  hit  friendly  forces. 

d.  The  DS  FA  battalion  is  updated  on  the  location  of  all  TF  elements. 
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TF  executes  fire  support 

a.  Friendly  fires  stop  or  slow  enemy  movement 

b.  Friendly  fires  sufficiently  suppress  enemy  fires. 

d.  Volume  of  fires  accomplish  the  desired  task.  (See  Appendix  A.  Note;  App.  A: 
Rules  of  Engagement  for  FTX  not  relevant  for  staff  team  task  develop  aent)  ^ 

e.  Friendly  supporting  fires  do  not  result  in  fratricide. 

f .  Friendly  forces  are  not  silhouetted  by  friendly  FA  smoke. 

g.  Hre  support  priorities  and  tasks  are  adjusted  as  the  battle  progresses. 

S .  TF  executes  imrnediate  CAS. 

a.  FSE  initiates  immediate  CAS  request  on  approved  targets. 

b.  Targets  not  approved  for  CAS  are  serviced  by  other  ^support  assets. 

c.  Requests  are  transmitted  to  FAC 

d.  Artilleiy  support  is  coordinated  and  used  until  CAS  arrives. 

e.  IF  fires  and  smoke  suppress  observed  enemy  air  defense  weapons  within  range. 

ARTFJ*  71-2  MTP  provides  appropriate  guidance  for  the  development  of  a 
prototype  of  Staff  Task  Proficiency,  that  is,  S2,  S3,  FSO  small  team  tacdcalAechnical 
conqwtencf  by  "cutting  and  pasting"  from  existing  BOS-related  tasks.  Nowhere  is  there  an 
integrated  statement  of  the  conceptual  doctrinal  contribution  of  this  team  operating  to 
achieve  synchronization  at  the  Battalion  echelon.^  There  has  not  been  a  training 
development  requirement  to  create  small  team  tasks  across  TRADOC  Proponents- 
Battlefield  Operating  Systems.  Yet  a  clear  need  manifested  at  the  Combat  Training  Centers 
has  started  the  process  of  development 

Good  work  has  been  done  on  just  this  issue  at  the  battalion  echelon  by  the  Fire 
Support  Proponent  at  Fort  Sill.  TC  6-71  has  been  prepared  as  a  "Fire  Suppmt  Handbook 
for  the  Maneuver  Commander."  In  addition  to  discussing  general  tasks  associated  with  the 
effective  integration  of  direct  and  indirect  fires,  it  addresses  the  end  results  desired  in  the 
form  of  a  general  checklist  for  the  use  of  the  TF  commander  in  focusing  combat  power.  In 
so  doing,  the  Training  Circular  really  defines  the  product  expected  from  the  S2,  S3,  FSO 
staff  team  as  die  battle  flows.  Ihe  Handbook  discusses  various  missions.  Only  defen.«e  is 
extracted  here  consistent  with  selection  of  the  defense  for  development 

DEFENSIVE  OPERATIONS 

In  defensive  opmtions,  coordination  of  maneuver  unit  <  with  fire  support 
assets  is  essential.  Hre  si^port  is  generally  used  against  the  enemy  at 
maximum  range  to  cause  him  to  button  up  and  slow  down.  Obstacles  are 


*  Synchronization  becotr.^  an  integral  part  of  staff  tasks  at  Brigade.  An  excellent  example  b  Task: 
Synchronize  Deep  and  Rear  Operations  with  Qose  Operations  (71-3-3008)  in  ARTEP  71*3  MTP, 
Mission  Training  Plan  For  The  Heavy  Brigade  Command  Group  and  Su^,  3  October  1988,  pp.  5-86 
10-88. 
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covered  with  fires,  and  enemy  air  defense  is  suppressed  (SEAD). 
Therefore,  our  tactical  air  and  attack  helicopters  can  operate  effectively. 

Security  Area  Opcradons 

In  any  defense,  a  covering  force  or  screening  force  serves  as  the  forward 
security  echelon  in  close  operations.  The  security  force  occupies  a  sector 
far  enough  forward  of  the  FEBA  to  protect  main  battle  area  (MBA)  units 
fiom  surprise,  to  give  MBA  commanders  time  to  reposition  their  foices  to 
meet  the  enemy  attack,  and  to  prevent  enemy  medium-range  artillery'  from 
firing  on  the  FEBA.  A  screening  force  caimot  do  more  than  that  A 
covering  force  gains  and  keeps  contact  with  attacking  enemy  forces,  can 
develop  the  simation,  and  delays  or  defeats  the  enemy's  leading  units.  Fire 
support  can  cause  this  to  happen  and  can  deceive  the  enemy  into  believing 
he  has  hit  the  MBA.  When  your  FSO  plans  or  employs  your  assets,  make 
sure  he  does  die  following: 

•  Plans  fires  in  your  covering  force  area  to  cut  off  first-echelon  forces 
from  second-echelon  forces  and  to  attack  units  in  choke  points, 
assembly  areas,  or  assault  positions. 

•  Plans  fires  to  engage  the  enemy  once  he  has  entered  your  area  of 
influence.  This  causes  the  enemy  to  deploy,  slow,  and  canalize.  Use 
FASCAMandDPICM. 

•  Coordinates  with  the  engineers  to  cover  obstacles  with  fire.  Considers 
using  FASCAM  to  fill  in  the  gaps  in  your  obstacles  and/or  bairier  plans. 

•  Plans  fires  such  as  smoke  to  obscure  and  suppress  enemy  overwatch 
positions.  However,  heavy  concentrations  of  white  phosphorus  (WP) 
or  smoke  may  degrade  the  use  of  thermal  sights. 

•  Plans  fires  on  command  and  control  elements  and  key  enemy  vehicles  to 
cause  confusion,  force  deployment,  break  up  formations,  separate  tanks 
from  infantry,  and  force  tanks  to  button  up. 

•  Plans  fires  to  cover  disengagement  and  repositioning  of  maneuver 
elements. 

•  Plans  fires  to  complement  your  direct-fire  weapons-tank,  TOW,  and 
Dragon. 

•  Coordinates  with  MBA  artillery  for  more  fires  within  your  covering 
force  area. 

•  Transmits  fire  suppon  coordinating  measures  to  MBA  forces  to  protect 
maneuver  units  that  are  operating  in  the  covering  force  area  (CFA).  For 
example,  if  a  unit  has  been  isolated  in  its  CFA,  a  no-fire  area  (NFA) 
should  be  transmitted  by  your  FSE  to  ensure  the  safety  of  the  isolated 
force. 

•  Uses  COLTs  well  forward  to  overwatch  likely  avenues  of  approach  to 
provide  early  warning  and  engage  enemy  armor.  You  should  not 
obscure  the  target  witii  smoke,  because  COLTs  may  not  be  able  to 
engage  the  target 
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Have  your  FSO  plan  airspace  coordination  areas  (ACAs),  and  use  them  if 
they  are  approved 

Hnally,  be  prepared  for  future  operadons.  There  is  a  good  chance  that  you 
may  dsplaM  into  the  MBA  and  a  passage  of  lines  will  occur.  Ensure  you 
coordinate  these  activities.  Major  problems  will  occur  if  we  do  not  plan  for 
foture  operations.  Have  your  FSO  keep  the  supporting  FA  units  advised  of 
the  tactical  situation.  Tlus  alerts  them  well  in  advance  to  any  possible 
displaconents. 

Main  Battle  Area 

Since  your  MBA  fire  support  planning  is  refined  during  the  covering  force 
operations,  most  of  the  defending  force  is  deploy^  in  the  MBA  to 
decisively  engage  and  defeat  the  enemy's  main  thrust.  Targeting 
information  must  flow  from  the  covering  forces  to  the  MBA  forces.  Fire 
support  is  more  centralized  at  a  higher  echelon  to  be  more  flexible  and 
responsive  to  an  unknown  situation.  When  using  fire  support  assets, 
consider  die  following: 

•  Plan  flres  to  supplement  direct-fire  weapons,  interlocking  and 
overlapping  fields  of  fire.  Artilleiy  and  mortar  FPFs  should  be  planned 
and  closely  tied  to  diio:t-fire  FPFs  for  your  maneuver  subunits. 

•  Plan  flres  to  slow  and  canalize  the  enemy  to  provide  better  shots  for 
your  tank.  TOW,  and  Dragon  gunners.  Mority  of  flres  should  be  to 
your  most  likely  avenue  of  approach. 

•  Plan  HE  and  FASCAM  flres  on  obstacles  to  reinforce  or  reestablish 
them.  Coordinate  fibre  plans  with  the  unit  covering  the  obstacles. 

•  Use  smoke  screens  behind  forward  enemy  elements  to  isolate  them  from 
their  follow-on  elements  and  to  break  up  their  formations. 

•  Coordinate  with  the  covering  force  FSOs  to  support  rearward  passage 
of  die  covering  force  echelon. 

•  Have  the  FSO  plan,  update,  and  fire  SEAD.  Use  other  protective 
measures  when  aircraft  are  incoming  in  support  of  your  forces.  Do  not 
forget  about  airspace  coordination  areas. 

•  Plan  flres  to  support  disengagonent  anJ  repositioning  of  your  maneuver 
forces.  Also,  your  Are  support  assets  must  displace  by  echelon  to 
ensure  continuous  fire  supp<^  Check  with  your  FSO. 

•  Ensure  that  your  FSO  supports  any  counterattacks  or  provides 
counterflie,  if  necessary. 

•  Stockpile  ammunition  here.  This  is  it  You  must  hold  the  enemy! 

TC  6-71,  Fire  Support  Handbook  For  The  Maneuver 
Commander,  November  1988,  pp.  24-27 
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The  range  of  activitiss  which  must  be  coordinated  to  enable  the  guidance  expressed 
in  this  Handbook  is  formidable.  Gearly  many  complex  tasks  must  be  practiced  frequently 
if  they  are  to  be  performed  under  great  stress  on  a  swirling  fast-paced  battlefield  Yet  more 
than  task  proficiency  is  required.  The  S2,  S3,  FSO  must  also  woiit  effectively  as  a  team 
imder  the  overwatch  of  the  XO,  displaying  mastery  of  the  attributes  of  Battle  Staff 
Effectiveness.  The  same  processes  associated  with  Organizational  Competence  for 
individual  staff  officers  apply  to  the  small  staff  team  (Sensing,  Communicating 
Information,  Decision  Making,  Stabilizing,  Communicating  Implementation,  Coping 
Actions  and  Feedback).  In  his  model  for  the  development  of  Battle  Staff  Effectiveness, 
Olmstead  describes  the  development  of  staff  team  skills  as  necessary  experiential  training- 
described  as  tile  base  building  block  of  team  con^tencies: 

b.  Experiential  Training 

This  type  of  training  is  intended  to  provide  practice,  feedback,  and  critioue 
to  battle  staff  members  in  the  performance  of  their  respective  roles  within  a 
team  context  Through  such  experiences,  knowledge  obtained  in  Cognitive 
Role  Training  is  reinforced  and  converted  to  individual  Role-SpeciEc  Skills 
...  those  skills  required  bv  individual  members  in  order  for  them  to 
contribute  effectively  to  the  collective  execution  of  team  functions  or  team 
processes.  ; 

...Ideally,  experiential  training  should  be  conducted  to  mastery  of  the 
following  instructional  objectives. 

Each  member  of  the  battle  staff  should: 

(1)  Know  and  be  able  to  perform  satisfactorily  all  role  requirements  for  his 
own  position. 

i 

(2)  Know  the  general  role  requirements  fd.*  all  other  positions  in  the  battle 
staff. 

(3)  Be  able  to  perform  satisfactorily  all  coordinative  requirements  of  his 
role. 

(4)  Be  able  to  execute  satisfactorily  all  seven  organizational  processes,  as 
appropriate  for  his  own  position. 

(5)  In  coordination  with  all  other  positions  in  the  battle  staff,  be  able  to 
perform  and  adapt  to  requirements  of  varying  task  situations  as  required. 

Olmstead,  Battle  Staff  Integration, 
pp.  IX-21,  -22.  Emphasis  mine. 

Experiential  traiiung  as  described  above  is  necessary  but  not  sufficient  to  develop 
the  levels  of  staff  team  proficiency  required  to  execute  what  the  Handbook  describes  as 
necessary  proficiency.  Each  individual  staff  member  must  know  his  or  her  job-described 
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above  for  the  S4  as  Cognitive  Role  Tniining-and  they  must  master  the  team  skills 
manHatwH  in  Experiential  Training.  Olmstead  sums  up  the  overall  training  requirement  as 
the  following  "developmental  activities"  which  the  unit  should  pursue.  There  are  four 
elements:  Cognitive  Role  Training,  Battle  Staff  Experiential  Training,  Unit  Operational 
’Training,  and  Shared  Success  Experiences. 

(1)  Cognitive  Role 'Training  (Individual) 

In  tius  training,  primary  focus  is  upon  providing  all  battle  staff  members 
with  (1)  full  cognitive  understanding  of  performance  requirements  for  each 
role;  (2)  detailed  understanding  of  Organizational  Competence  and  the 
definitions  and  performance  requirements  of  each  organizational  process; 
and,  most  important,  (3)  reco^tion  and  understanding  of  the  battle  staff  as 
a  together  witii  the  requirements  of  teamwork  in  battle  staffs. 

(2)  Batde  StafFExperiential  Training  (Team) 

This  training  follows  Cognitive  Role  Training  and  should  be  designed  to 
provide  practical  experience  in  battle  staff  functioning  under  carefully 
controlled  conditions.  It  is  analogous  to  the  Army's  "pr^tical  exercises," 
and  should  be  conducted  as  practical  team  training  for  battle  staffs  separate 
from  the  remainder  of  their  units.  The  trainingJs_cbaracierized  bv 
obiectives-based  practical  exercises,  analyses  of  performance,  and  feedback 
of  results. 

(3)  Unit  Operational  Training 

All  unit  field  traiiting  in  operations  should  include  observation,  assessment, 
and  feedback  of  battle  staff  functioning,  especially  with  respect  to 
Orgaruzational  Competence.  In  short.  Competence  training  should  be  an 
integral  part  of  unit  operational  training. 

(4)  Shared  Success  Experiences 

...  an  important  requisite  for  the  development  of  cohesion  is  shared 
experiences  of  success  in  matters  of  importance  to  the  team.  From  the 
standpoint  of  planned  battle  staff  development,  systematic  provision  of 
successful  experiential  and  operational  training  experiences  is  the  metiiod  of 
choice.... 


Olmstead,  Battle  St(^ Integration, 
p.  VI>7.  Emphasis  mine. 

Olmstead's  focus  is  on  Battle  Staff  Effectiveness  although  the  need  for  Staff  Task 
Proficiency-individual  and  small  team-is  acknowledged  throughout  the  developmental 
activities  recommended.  The  BCST  model  proposed  for  DARPA/ARNG  use  places  equal 
en^hasis  on  Battle  Staff  Effectiveness  (organizational  processes)  and  Staff  Task 
Proficiency  (warfighting  task  proficiency).  Quite  deliberately,  the  individual  and  team 
waifighting  tasks  prescribed  by  doctrinal  publication  (ARIEP-MTP)  have  been  discussed 
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in  both  the  S4  and  S2,  S3,  FSO  examples  above  before  discussing  the  organizational 
processes  and  staff  team  building-Olmstead's  model.  The  small  staff  team  MOP/MOE 
which  we  are  in  the  process  of  describing  suppon  both  Experiential  Training  and  the  Unit 
Operational  Training  described  above.  These  MOP/MOE  will  be  equally  important  to 
providing  shared  success  experiences  in  both  Battle  Staff  Experiential  Training, 
incQq)orated  in  structured  small  team  staff  exercises  and  Tables  and  in  Unit  Operational 
Training  embedded  in  Tables  and  Staff  STX  trained  in  CPX,CFX  and  FTX  prescribed  in 
FM  25-101. 

These  staff  team  tasks  and  organizational  competence  processes  now  need  to  be  tied 
to  explicit  Measures  of  Performance  (assessed  by  "Probes'*  in  the  Olmstead  model)  which 
can  be  used  in  the  AAR.  That  brings  us  to  Step  2  for  staff  team  training. 

2.  DESCRIBE  WHAT  MUST  OCCUR  IN  "A  WAY”  WARFIGHT  TO 
CAUSE  EVALUATION  DATA  REQUIRED  IN  1  ABOVE  TO  BE 
DEVELOPED. 

There  appear  to  be  few  specific  requirements  which  need  to  be  added  to  a  standard 
CTC  type  Battalion  Task  Force  Defense  in  order  to  develop  the  very  specific  MOP  data 
necessary  to  create  the  training  support  for  S2,  S3,  FSO  small  team  training.  They  are: 

•  The  unit  should  experience  substantial  changes  in  available  fire  support  during 
execution  of  the  defense  so  that  there  are  continuing  synchronization 
requirements,  both  planned  and  immediate,  during  execudon  of  the  defense. 

•  The  enemy  should  be  sufHciendy  capable  that  even  the  highly  competent  "a 
way"  unit  is  required  to  modify  its  plans  substantially  during  execution  of  the 
defense  so  that  direct  and  indirect  fire  synchronization  staff  processes  are 
stressed. 

3.  nCHT  THE  "A  WAY"  COMBAT  ACTION,  COLLECT  EXPLICIT  MOP 
DATA  RELATED  TO  EACH  OF  THE  SELECTED  TASKS. 

The  "a  way"  action  should  be  fought  by  a  CTC-validated  Battalion  Task  Force  in 
TES  virtual  simulation  (SIMNET)  with  all  staff  positions  fully  manned.  Mission:  daylight 
Defense  in  Sector.  Units  should  be  manned  down  to  Platoon  Leader  level-individual  AFV 
in  Semi-Automated  Forces.  All  direct  and  indirect  fire  capability  represented  by  manned  or 
SAFOR  AAR  conducted  for  each  individual  staff  officer,  staff  team  and  entire  Battle  Staff. 

The  MOP/MOE  for  S2,  S3,  FSO  staff  team  tasks  should  be  generated  routinely  as 
the  battalion  defense  is  executed.  The  challenge  will  be  to  assess  which  battlefield  effects, 
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when,  will  be  most  supportive  to  the  staff  team  training.  Since  the  primary  focus  is 
synchnmization  of  firepowa,  most  data  collection  should  be  directed  at  actual  target  effects 
of  direct  and  indirect  fires.  Which  weapons  actually  hit  what  where?  Then  there  has  to  be 
sufficient  documentation  of  planning  and  execution  graphics  for  both  friendly  and  enemy  to 
permit  thoughtful  analysis  of  causes  for  various  target  effects.  If  the  fires  into  the 
Engagement  Area  were  faulty,  why?  Documentation  should  be  sufficiently  detailed  to 
answer  these  kinds  of  questions. 

4.  WRITE  EXPANDED  MOP  ORIENTED  TO  THE  "A  WAY" 

EXECUTION~IF  MOE,  EXPLAIN  NATURE  OF  THE  EXPERT 
INTERPRETATION  OF  MOP  WHICH  IS  REQUIRED. 

This  should  be  an  exercise  in  detailed  "filling  in  the  blanks”  for  both  Staff  Task 
Proficiency  and  Battle  Staff  Effectiveness.  Each  of  the  general  MOP/MOE  listed  in  Step  1 
above  relating  to  S2,  S3,  FSO  team  responsibilities  in  Bn  TF  Defense,  Execution  should  be 
expanded  using  the  actual  warfight  data  captured  during  the  warfights  conducted  in  Step  3. 
Specific  amounts,  locations,  and  times  should  be  recorded  in  detail  with  all  of  the  source 
back  up  cross-referenced  for  funher  training  use  including,  whenever  possible,  visual 
confirmation  through  Plan  View  Display  or  Stealth  Out  of  Window  displays  of  critical 
actions.  This  will  be  a  laborious,  time  consuming  but  essential  action.  The  supporting  data 
for  those  MOP  and  MOE  serving  as  BSE  "probes”  need  to  be  coUected  also. 

Examples  follow  of  detailed  "a  way”  MOP/MOE.  Assume  that  the  Proponent 
selected  the  listed  S2,  S3,  FSO  tasks  in  Battalion  Task  Force  Task  Command  group 
operations  (7-l-3903)~one  of  the  several  tasks  which  contribute  to  the  fire  synchronization 
task  inventory.  The  general  subtask  and  standard  is  followed  by  a  sample  of  the  detailed 
data  which  must  be  collected  during  execution  of  the  mission  in  virtual  simulation.  To 
avoid  errors  and  omissions,  each  MOP/MOE  should  have  similar  documentation  of  detail 
provided  prior  to  "a  way"  execution  so  that  all  know  what  data  must  be  collected  in  Table 
prq)aration  in  step  5  below. 

TASK:  COMMAND  GROUP  operations  (7-1-3903) 

(FM  71-2,  Chapter  2;  TACP  51-55) 

CONDITION:  The  TF  conducts  tactical  operations  against  an  enemy.  Changes  in  METT-T 
require  control  and  coordination  actions. 

TASK  STANDARD: 

3.  Command  group  follows  the  battle. 

•  Command  ^up  monitors  the  development  of  the  enemy  and  friendly  situations. 

Track  physical  location  of  Commander,  S3,  FSO.  Monitor  timeliness  of  the 
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communications  flow  to  the  Command  Group  keyed  to  the  synchronization 
matrix.  Compare  planned  to  actual  execution  for  Maneuver,  Fire  Support  and 
Command  and  Control.  Time  delay  for  commander  knowledge  of  critical 
Decision  Points?  Compare  actual  actions  to  planned  actions-in  time  and  location 
for  the  Fire  Support  matrix.  Compare  tacticd  maps  at  Bn  and  Co  echelons  Cnuir 
andFSO/FlST. 

4.  Command  group  directs  the  maneuver  and  fires  of  combat  forces 

a.  TF  wins  the  battle. 

b.  TF  commander  controls  rire  and  maneuver  cf  company  teams  or  supporting 
combat  elements  by  giving  FRAGOs  to- 

•  Collect  elements  not  following  OPLAJ^/OPORD. 

•  C^ge  plan  to  respond  to  new  METT-T  factors. 

•  Control  direct  fires  on  the  enemy.  In  each  case  track  from  event  causing 
change  (METT-T^,  to  command  decision  to  S2,  S3,  FSO  coordination  to 
execute  order  to  actual  execution  on  the  ground  (steel  on  target). 

c.  TF  commander  directs  changes  in  missions/tasks  for  fire  support.  ADA,  scours, 
antiarmor  elements,  engineer  elements,  and  other  CS  to  respond  to  changes  in 
MEIT-T.  He  controls  directly  or  by  instructing  the  main  CP  to  issue  a  FPu\GO. 
Record  time  of  event  (METT-T)  changing,  time  to  unit  response  decision  and  time 
to  execution  on  the  ground. 

5.  FSO  coordinates  the  execution  of  fire  support 

a.  Fire  support  assists  the  TF  to  accomplish  the  mission  and  does  not  fire  on 

friendly  forces.  _ 

b.  FSO  modifies  the  fire  support  plan  to  conform  to  new  factors  of  METT-T  or  new 
guidance  from  the  TF  commander.  He  directs  subordinate  FSO/FISTs  or  other 
elements  to  engage  txirtions  of  the  enemy  formatiorb^ositions.  or  he  changes 
priorities  of  fires  or  priority  of  targets,  or  he  gives  other  guidance. 

c.  FSO  directs  the  FSE  to  accomplish  coordination  actions  that  the  FSO  cannot 

d.  FSO  directs  the  FAC  to  request  immediate  CAS  (at  least  30  minutes  before 
needed  time  on  target).  In  each  case  above,  record  battle  cause  to  decision  to 
actual  execute  of  order. 

6.  FAC  directs  CAS  strikes. 

a.  CAS  strikes  contribute  to  mission  .success. 

b.  CAS  does  not  strike  friendly  elements. 

c.  CAS  is  directed  lAW  procedures  oudined  in  TACP  51-55.  Record  each  CAS 
mission  TOT,  BDA.  Intended  effects,  actual  effects. 

7 .  Command  group  perfexins  lateral  coordination  with  adjacent/forward  battalions 

•  Actions  of  the  enemy  battalion  or  other  situations  that  impact  on  adjacent  or 
forward  TFs  are  quickly  coordinated.  The  command  group  accomplishes^  this 
directly  or  through  the  main  CP.  Monitor  coordination— planned  and  immediate. 
What  coordination  actually  occurred,  when?  | 

8.  Ccxnmand  group  reports  | 

a.  XC/S3  augments  the  reports  of  subordinate  elements  to  keep  the  main  CP 

infonned  of  the  forward  tactical  siroation.  1 

b.  Sends  critical  reports  to  the  brigade  tactical  CP.  Monitor  leports-SOP  compared  to 

actual  i 
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5.  TRANSLATE  THE  SPECIFIC  "A  WAY"  MOP  TO  THE  MOP 

COLLECTION  REQUIREMENTS  FOR  "YOUR  WAY"  EXECUTION  OF 
THE  TABLE  OR  MODULE 

Afiter  Step  4,  the  detailed  collection  requirement  has  been  established  for  the  Table 
training  exercise  for  the  S2,  S3,  FSO  staff  team.  The  challenge  now  is  to  dei^elop  a  plan  to 
use  both  automated  data  collection  and  trained  OCs  and  OEs  to  collect  the  detailed  MOP  and 
MOE  in  a  timely  manner  for  die  Bn  S2,S34^0  team  tmining.  Both  Staff  Task  Iteficiency 
and  Battle  StaffElfecdveness  training  support  material  needs  to  be  prodt  to  support  this 
team  training  exercise.  Once  the  resulting  structured  exercise  is  validated  by  use  in  a  Proof 
of  Mnciple,  that  methodology  rqiplies  to  collecting  the  MOP/MOE  for  the  training  of  "your 
way"  S2,  S3,  FSO  team  as  an  element  of  BCST.  "Your  way"  data  could  be  used  "stand 
alone"  in  a  synchronizadon  training  exercise  for  unit  team  training  or  in  comparison  to  the 
MOP/MOE  Record  of  the  performance  of  the  S2,  S3,  FSO  team  in  the  "a  way"  unit  The  "a 
way"  team  performance  data  could  also  be  used  for  insdtudonal  training.  Future 
altemadves  ue  discussed  in  App.  2.4. 

Hiis  conopletes  die  second  major  element  of  MOP/MOE  development  for  BCST,  the 
training  of  die  S2,  S3,  FSO  team  essentially  in  direct  and  indirect  fire  synchronization.  As 
this  material  is  prepared,  a  critical  team  in  Airland  Battle  execution  will  have  a  rigorous 
training  program-^ssentially  Battle  Staff  Experiential  Training-Team  as  advocated  by 
Olmstead.  And  the  methodology  described  here  for  horizontal  staff  team  training  should  be 
equally  iqiplij^ble  for  vertical  team  training. 

The  last  a^iect  of  MOP/MOE  development  is  to  ensure  that  the  MOP/MOE  required 
for  the  entire  BnTF  BCST  have  been  included  in  the  overall  AAR  development  The  steps 
employed  above  for  individual  staff  member  (S4  in  the  example)  and  small  staff  team  (S2, 
S3,  FSO  in  the  example)  are  now  directed  at  the  overall  battalion  command  staff  training. 

Battalion  Command/StafT  Team 

This  is  the  finale  of  die  BCST.  After  the  individual  staff  members  and  the  small 
staff  teams  have  been  trained,  it  all  has  to  come  together,  full  up,  in  a  table  which  trains  all 
of  die  unit  command  and  staff  team  together.  Bodi  Batde  Staff  Effectiveness  and  Staff  Task 
Proficiency  must  both  blend  to  produce  a  well  honed  team  prepared  to  fight  and  win. 
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1 .  DEFINE  A  GENERAL  STATEMENT  OF  THE  TASKS,  CONDITIONS 
AND  ESTABLISHED  STANDARDS  FOR  THE  BATTALION  STAFF 
TO  BE  TRAINED. 

There  are  two  useful  sources  for  tasks  which  the  battalion  command  staff  team  must 
master  to  execute  successfully  a  defend  mission.  They  ate  the  Combined  Arms  Battle  Task 
Battalion  Task  Force,  Defend,  Execution  Phase  and  the  ARTEP-71-2  MTP,  The  Tank  and 
Mechanized  Ittfanay  Battalion  Task  Force.  Both  have  been  cited  fircquently  in  addressing 
S4  and  S2,  S3,  FSO  small  team  training.  The  development  process  should  be  clear.  The 
challenge  now  is  to  aggregate  the  tasks  developed  for  all  of  the  individual  staff  ofHceis  and 
small  staff  teams  to  create  the  whole. 

In  the  Combined  Arms  Battle  Tasks,  Bn  TF,  Defend,  Execution  and  Common 
phase  tasks  are  (highlighted  tasks  have  been  discussed  above): 

EXECUTION  PHASE 

68  Conduct  Reconnaissance  and  Surveillance  Effort 

69  Conduct  Counter-Reconnaissance  Effort 

70  Execute  Hre  Plan 

71  Execute  Battle  Handover 

72  Execute  Maneuver  Scheme 

73  Execute  Fire  Support  Plan 

74  Execute  Obstacle  Plan 

75  Execute  FASCAM  Plan 

77  Respond  to  NBC  Operations 

78  Execute  Decision  Matrix 

79  Control  Supporting  Fires 
I?!  Control  Air  ^fense  Forces 

159  Position  Fire  Support  Forces 

160  React  to  Enemy  Air 
165  Control  Evacuation 

167  Maintain  Communications 

168  Maintain  Contact  with  Adjacent  Units 
170  Issue  FRAGO 

175  Control  Supporting  Units 

177  Comply  with  Commander's  Intent 

CA  Btl  Tasks,  Defend,  p.  47 
COMMON  PHASE 

24  Conduct  IPB  Process 

62  Execute  Combat  Service  Support  Operations 

76  Utilize  Combat  Service  Support  Assets 
81  Analyze  Combat  Infonnation 

83  Direct  Intelligence  Collection  Effort 

84  Disseminate  Intelligence  and  Combat  Information 

85  Maintain  Operations  Security 
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86  Update  Estimate  of  the  Situation 
107  Operate  Admin/Log  Operations  Center 
1 12  Operate  Tactical  Operations  Center 
178  Repon  Combat  Infonnation 

CA  Btl  Tasks,  Common,  p.  61. 

Tliese  task  lists  are  con^ilemented  by  the  defend  task  in  the  ARTEP-MTP: 

Battalion  Task  Force  TASK:  Defend  (7>1*3009) 

ARTEP  71*2  MTP,  Tank  and  Mechanized 
Irfanoy  BattaUnn  Task  Force,  October  1988, 

pp.  5-33, -34 

CONDITION:  The  TF  defends  in  the  forward  portion  of  the  MBA.  A  covering  force 
forward  of  the  TF  gives  the  TF  early  warning.  The  covering  force  withdraws.  The  enemy 
poforms  reconnaissance,  breaching,  and  infiltration  to  prepare  for  the  attack.  The  enemy 
attacks  with  an  MRB(+). 

NOTE:  This  task  may  be  a  battle  position  defense  or  defense  in  sector,  depending  upon 
METT-T  factors. 

TASK  STANDARD: 

a.  The  TF  is  prepared  to  defend  at  the  time  prescribed. 

b.  The  enemy  MRR  is  defeated  forward  (50  percent  or  more  destroyed,  wounded,  or 

captttted)  forward  of  dte  battalion  rear  boundary. 

c.  The  TF  performs  the  defense  lAW  the  brigade  commander's  intent  for  coordination 

with  adjacent  TFs. 

d.  Thereisnopenetradonofrearboundary  by  aiiMRC(+)ornx>re. 

e.  TF  sustains  less  than  30  percent  casualdes. 

SUBTASKS  AND  STANDARDS 

1.  TF  commander  and  staff  plan  the  defense  and  issue  an  OPORD  that: 

a.  Identifies  engagement  areas  along  each  approach  where  the  enemy  is  most 
vulnerable.  It  provides  for  positions,  weapons,  and  obstacles  to  destroy  the 
enemy  in  those  areas. 

b.  Breaks  up  the  enemy  formation  to  expose  him  to  flanking  fires  from  multiple 
directicxis  and  to  not  allow  him  to  fight  a  linear  battle. 

c.  Uses  full  depth  of  the  sector  consistent  with  the  brigade  commander’s  concept  for 
synchronization  with  adjacent  TF. 

d.  Uses  displacement  for  subsequent  positions,  which  are  planned  and  coordinated 
with  obstacles  and  coveting  firo. 

e.  Blocks  or  slows  the  enemy  on  all  likely  mounted  and  dismounted  approaches 
with  enough  defending  forces  and  obstacles  to  allow  maneuver  forces  to  mass  on 
the  approaches  being  used. 

f .  Provides  for  flexibili^r  by  having  depth  and  contingency  plans  for  shifting  fires  or 
counterattacks  to  mass  forces  on  approaches  the  enemy  actually  uses.  Iden^es 
decision  points  to  allow  initiation  of  maneuver,  (jives  the  engagement  criteria, 
firing  priorities,  ot  engagement  priorities. 

g.  Has  security  forces  on  all  approaches  sufficient  to  detect  any  enemy.  Covers  the 
decision  point  when  TF  taku  over  tits  battle  handover  line  responsibUities. 

h.  Positions  antiarmor  weapons  in  depth  for  flanking  fires,  defil^e  positioning,  and 
promoting  maneuvers  against  the  enemy.  Areas  assigned  should  be  large  enough 
KK’ positioning. 
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i.  Contains  a  specific  task  list  for  mobility,  countermobility,  and  survivability  tasks. 

j.  Positions  infantry  to  push  the  enemy  into  engagement  areas  and  to  provide 
protection  for  antiannor  weapons  and  obstacles.  Mantiy  is  not  posidoned  where 
it  can  be  engaged  by  standoff  fires  or  overrun  by  mounted  assault  Infantry  with 
artillery  blocks  or  secures  dismounted  approaches  and  mounted  infiltradon  routes. 
Designates  a  trigger  line  and  disengagement  criteria. 

k.  Uses  obstacles  with  defending  maneuver  forces  to  turn,  slow,  and  canalize  the 
enemy  into  areas  where  he  is  >^erable  to  andarmor  fires. 

l.  Has  sufficient  fire  control  measures  to  mass  and  distribute  direct  fires  on  the 
enemy  formadons. 

m.  Provi^'S  for  the  defeat  of  enemy  reconnaissance.  Security  forces  are  deployed 
forward,  reaedtm  forces  designs^  and  local  security  coordinated. 

n.  Avoids  obvious  posidoning  in  concept  of  the  defense. 

o.  Uses  supporting  riies  to  strike  the  enemy  where  he  is  slowed  or  stopped  and 
against  hu  fonnadons  and  forces  that  are  vulnerable  and  cridcal.  Where  these 

do  not  obscure  direct  fires  (normally,  overwatching  ATGM  .supporting  fires 
are  used). 

p.  Posidons  ADA  to  protect  preparadons  and  maneuver. 

q.  Provides  the  priority  of  fires  for  fire  support. 

r.  ftovides  the  priority  of  engineer  work. 

s .  Requests  CAS  fiom  brigade  and  plans  their  employment 

t.  Priavides  for  emergency  resupply/movcment  of  forces  by  helicopterA'ehicles. 

2.  Battalion  TP  prepares  the  defense. 

a.  TF  priorities  of  work  are  completed. 

b.  Fighting  positions  are  prepaid  for  aU  personnel,  vehicles,  and  w^pons  systems. 

c.  Movements  are  reconnoitered  and  rehearsed. 

d.  Fire  plans  and  sector  sketches  are  prepared. 

e.  All  required  obstacles  are  properly  err^laced. 

f .  Preparadons  do  not  disclose  defensive  concept  to  enemy. 

3 .  TF  defeats  the  enemy  reconnaissance  and  infiltradon,  and  p^orms  surveillance. 

a.  Enemy  reconnaissance  cannot  observe  the  occupation  and  setup  of  the  defense. 

b.  Enemy  commander  does  not  determine  the  friendly  scheme  of  defense.  The 
enemy  fire  plan  carmot  suppress  the  defense. 

c.  No  fiiendly  obstacles  are  bribed  befme  the  enemy  attack. 

d.  Security  elements  are  far  enough  out  to  provide  a  IB-minute  warning  to  the  TF  of 
the  arrival  of  the  enemy  attack. 

e.  Security  element  can  detea  and  track  the  noovement  of  the  enemy  second  echelon. 

4 .  TF  defeats  the  attack. 

a.  The  enemy  MRR  is  defeated  forward  of  the  TF  rear  boundary.  There  is  no  MRC 
or  larger  penetration  of  the  TF  rear  boundary. 

b.  TF  p^orms  the  defense  lAW  the  brigade  commander’s  intent  for  coordination 
with  adjacent  battalions.  Movements  do  not  uncover  adjacent  battalion. 

c.  TF  has  at  least  70  percent  personnel  and  equipment  after  consolidation  and 
reorganization,  and  it  can  continue  its  mission. 

Note  diat  this  ARTEP-MTP  task  list  for  the  defense  includes  all  aspects  of  defense. 
That  is,  it  includes  Planning  and  Preparing  as  well  as  Execution  as  it  covers  all  seven 
Battlefield  Operating  Systems.  For  development  purposes,  we  have  examined  a  relatively 
small  yet  important  subset  of  the  larger  problem  of  training  for  Bn  defen:\,'  by  selecting 
Defense  as  limited  to  the  Execution  Phase.  The  larger  problem  is  considerable. 
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The  AMTEP-MTP  lists  by  BOS  all  of  the  tasks  included  in  the  five  Heavy  Battalion 
Operadons-Oftcnsive,  Defensive,  Retrograde,  Recon  and  Security  and  Movement  to 
Contact  The  defense  tasks  are  (tasks  discussed  above  are  highlighted): 


MANEUVER  TASKS 

Occupy  Assembly  Area  7-1-3001 
I^orm  Tactical  Road  March  7-1-3002 

PeiformPassageof  lines  7-1-3003  i 

Move  Tactically  7-1 -3(K)4 

Attadc/Counterattack  by  Fire  7-l-3(X)8 

Defend  7.1.3009 

Cover  Passage  of  Lines  7-1-3010 

Withdraw  Not  Under  Enemy  Pressure  7-1-301 1 

Withdraw  Under  Enemy  Fire  7-1-3012  < 

Delay  7-1-3013 

Perform  Relief  in  Place  7- 1-3014 
Petfotm  Linkup  7-1-3015 
Perform  Reserve  Operations  7-1-3016 
Perform  Rear  Operations  7-1-3017 

PerfCin  Guard  7-1-3020  < 

Reorganize  7-1-3022 
Consolidate  7-1-3023 
Perform  Screen  7- 1-3026 
Maintain  Operations  Security  7-1-3028 
COMMAND  AND  CONTROL 

Command  and  Control  the  Battalion  Task  Force  7.1.3901  i 

Perform  S3  Operations  7-1-3902 

Command  Group  Operations  7.1-3903 

Operate  Main  Command  Post  7-1-3904 

Move  a  Command  Post  7-1-3035 

Establish  a  Command  Post  7-1-3036 

Maintain  Communications  7-1-3401  t 

INTELLIGENCE 

Perform  Intelligence  Operations  7-1-3905 
Perform  S2  Operations  7-1.3906 
nRE  SUPPORT 
Employ  Fire  Support  7.1-3907 

Opmte  Fire  Suppem  Section  7-1-3908  ( 

MOBILITY/SURVIVABILITY 

Perform  Mobility/Survivability  Operations  7-1-3909 
Perform  NBC  Operations  7-1-3910  1 
React  to  a  Chemical  Attack  7-1-3029  1 
Prepare  for  Friendly  Nuclear  Attack  7-\l-3030 

Cross  a  Chemicaily/Nuclear  \  < 

Contaminated  Area  7-1-3031  \ 

Perfocm  Hasty  Decontamination  7-1-3032 
React  to  Indirect  Fue  7-1-3034 
AIR  DEFENSE  I 

Perform  Air  Defense  Operations  7-1-3911 

Defend  Agairtst  Air  Atuck  7-1-3037  4 

2.3-40 


App.  2.3 


4 


COMBAT  SERVICE  SUPPORT 

Perform  Combat  Service  Support  Operations  7>1>3912 
Operate  Combat  Trains  CP  7-1-3913 
Operate  Field  Trains  CP  7-1-3914 
Operate  Personnel  Administration  Center  7-1*39 15 
Treat  and  Evacuate  Casualties  7-1-3033 

Table  2-1  Cperation-to  collective  task 
matrix,  ARTEP-71-2  MTP,  pp.  2-3, -5 


There  is  a  formidable  array  of  Defend  tasks  or  subtasks  in  the  ARTEP-MTP.  Of 
course,  die  proponent  responsibility  is  to  define  the  entire  universe  of  possible  missions  for 
a  globally  deployed  Total  Force.  Basic  staff  training  certainly  does  not  require  "all  of  the 
above."  Yet  the  definition  of  subtasks  for  individuals  and  small  staff  teams  in  the  ARTEP- 
MTP  is  excellent  as,  we  have  seen  in  the  S4  and  S2,  S3,  FSO  staff  training  assessments 
covered  above. 

After  reflection,  the  methodology  of  the  Combined  Arms  Battle  Tasks  appears  to  be 
the  best  development  alternative  to  proof  the  6CST  concept  including  both  Staff  Task 
Proficiency  and  Battle  Staff  Effectiveness.  Execution  of  Battalion  TP  Defense,  Execution 
Phase  structured  to  ensure  that  the  subtasks  listed  above— the  20  Defend-Execution  Tasks 
and  the  1 1  Common  Phase  Tasks-are  trained  in  an  "a  way"  warfight  should  provide  the 
simulation  trmning  support  necessary  to  support  subsequent  development  of  individual  and 
small  staff  team  training  packages  which  could  be  based  on  the  excellent  subtask  and 
standard  detail  of  the  ARTEP-MTP.  In  sum,  develop  the  MOP/MOE  for  the  prototype 
BCST  AAR-Bn  TP,  Defend,  Execution  to  support  the  Combined  Arms  Battle  Tasks,  then 
from  that  material,  prepare  the  individual  and  small  staff  group  training  support  for  both 
Staff  Task  Proficiency  and  Battle  Staff  Effectiveness. 

2.  DESCRIBE  WHAT  MUST  OCCUR  IN  "A  WAY"  WARnCHT  TO 
\  CAUSE  EVALUATION  DATA  REQUIRED  IN  1  ABOVE  TO  BE 

DEVELOPED. 

There  appear  to  be  few  specific  requirements  which  need  to  be  added  to  a  standard 
CTC-type  Battalion  Task  Force  Defense  in  order  to  develq)  the  very  specific  MOP  data 
necessary  to  create  the  "a  way"  AAR.  They  are: 

•  The  unit  should  start  the  operation  (Receipt  of  Mission  from  Brigade)  already 
degraded  from  previous  operations  so  that  there  is  no  surplus  in  any  BOS. 
Logistics  operations  in  particular  must  be  conducted  throughout  the  conduct  of 
die  defense 
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•  The  enemy  should  be  sufficiendy  capable  that  even  the  highly  competent  "a 
way”  unit  is  required  to  modify  its  plans  substantially  during  execution  of  the 
defense  so  that  all  staff  processes  are  stressed. 

3.  FIGHT  THE  "A  WAY"  COMBAT  ACTION,  COLLECT  EXPLICIT  MOP 
DATA  RELATED  TO  EACH  OF  THE  SELECTED  TASKS. 

The  ”a  way"  action  should  be  fought  by  a  CTC-validated  Battalion  Task  Force  in 
TES  virtual  simulation  (SIMNET)  witlt  all  staff  positions  fully  manned.  Mission:  daylight 
Defense  in  Sector.  Units  should  be  manned  down  to  Platoon  Leader  level-individual  AFV 
in  Semi-Automated  Forces.  AAR  conducted  for  each  individual  staff  officer,  staff  team, 
and  entire  Batde  Staff. 

Ftir  construction  of  the  Table  BnTF  Defense,  Executiem,  all  command/staff  actions 
of  the  Execution  Phase-from  when  the  attacking  force  begins  movement  forward  from  the 
assembly  area  until  a  new  mission  is  assigned  the  unit— should  be  recorded  including 
tactical  iqxsts,  map  overlays,  communications  nets,  inteipeieonal  orders,  and  coordination 
relevant  to  MOP,  etc.,  for  line  companies  and  all  HHC  platoons.  Command  Group,  TOC, 
and  ALOC  OC  and  OE  collect  actual  execution  data  in  response  to  the  doctrinal  tasks  and 
organizational  processes  selected  for  training  above  in  Step  1.  All  training  should  be 
recorded  including  AARs  of  both  Staff  Task  Proficiency  and  Battle  Staff  Effectiveness  of 
individual  staff  officers  (S4,  etc.),  small  staff  teams,  and  the  unit  as  a  whole. 

The  unit  should  be  prepared  to  execute  three  full  repetitions  of  the  mission  to 
constant  initial  METT-T  from  receipt  of  the  mission  warning  order  from  Brigade  to 
assignment  of  the  next  mission  with  full  documentation  as  described  above.  Note:  For 
purposes  of  concept  development,  full  documentation  is  necessary  only  for  the  Execution 
Phase.  Considering  the  effort  required  to  secure  this,  it  may  be  desirable  to  collect  data  for 
Planning  and  Preparation  as  well.  Then  all  of  the  necessary  documentation  will  be 
available  for  subsequent  completion  of  all  phases  of  defense  without  having  to  reassemble 
die  "a  way"  experienced  Battalion  TF. 

4 .  WRITE  EXPANDED  MOP  ORIENTED  TO  THE  "A  WAY" 

EXECUTION-IF  MOE,  EXPLAIN  NATURE  OF  THE  EXPERT 
INTERPRETATION  OF  MOP  WHICH  IS  REQUIRED. 

This  should  be  an  exercise  in  detailed  "filling  in  the  blanks.”  Each  of  the  general 
MOP/MOE  listed  in  Step  1  above  relating  to  Bn  TF  Defense,  Execution,  should  be 
expanded  using  the  actual  warfight  data  captured  during  the  warfights  conducted  in  Step  3 
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above.  Specific  amounts,  locations,  times  should  be  recorded  in  detail  with  all  of  the 
source  backup  cross-referenced  for  further  training  use  including  whenever  possible  visual 
confirmation  through  Plan  View  Display  or  Stealth  Out  of  Window  displays  of  critical 
actions.  Again,  "Probes"  are  collected  as  required  to  train  Battle  Staff  Effectiveness. 

For  examples  of  what  the  detailed  MOP/MOE  should  consist  of,  review  the  S4  and 
S2,  S3,  FSO  MOP/MOE  discussed  above.  They  are  representative  of  what  needs  to  be 
planned  in  advance  as  a  collection  plan  for  each  staff  officer  and  staff  team.  To  avoid 
errors  and  omissions,  each  MOP/MOE  should  have  similar  documentation  of  detail 
provided  prior  to  "a  way"  execution  so  th?t  all  know  what  data  must  be  collected  in  Table 
preparation  in  step  S  below. 

5.  TRANSLATE  THE  SPECIFIC  "A  WAY”  MOP  TO  THE  MOP 

COLLECTION  REQUIREMENTS  FOR  ”YOUR  WAY”  EXECUTION  OF 
THE  TABLE. 

Step  4  validates  the  detailed  collection  requirement  Iot  the  Table  training  by  creating 
very  detailed  MOP  and  MOE  which  focus  "your  way"  AARs.  In  other  words,  you 
(commander  or  staff  member  about  to  execute  the  Table  "your  way")  know  in  great  detail 
what  will  be  trained  and  evaluated  during  Table  execution.  Structured  BCST  training  in 
both  Battle  Staff  Effectiveness  and  Staff  Task  Proficiency  has  been  not  only  constructed 
but  also  "a  way"  has  been  demonstrated  in  virtual  simulation  for  your  use.  In  effect,  solid, 
immersing,  exciting  BCST  has  been  "scripted"  for  distributed  use. 

The  challenge  now  is  to  develop  a  plan  to  use  trained  OCs  end  OEs  to  follow  the 
"script"  consistent  with  conunand  training  requirements.  Collect  the  detailed  MOP  and 
MOE  for  "your  way"  execution  so  that  it  can  be  compared  with  "a  way"  execution  in  timely 
AARs.  Once  the  "a  way"  structured  Battalion  BCST  exercise  is  validated  by  use  in  a  Proof 
of  Principle,  that  methodology  applies  to  collecting  the  MOP/MOE  for  the  training  of  "your 
way"  individuals  and  staff  teams  team  as  an  element  of  BCST.  After  executing  the  Table 
"your  way,"  tius  training  suppon  material  could  be  used  "stand  alone"  in  local  training 
exercises  for  unit  individual  or  staff  team  training.  The  building  blocks~MOP  and  MOE~ 
aie  all  diere  for  exciting  distributed  BCST  to  standard. 
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APPENDIX  2.4 
AAR  TRAINING  SUPPORT 


Successful  BCST  will  require  a  broad  range  of  MOP  and  MOE  to  accommodate  not 
only  task  training  required  by  doctrine  (Sta^  Task  Proficiency)  but  also  the  training  in 
organizational  competencies  (Battle  Staff  Effectiveness).  Appendix  2.3  outlines  the 
process  to  determine  the  various  MOP/MOE  and  provides  several  examples.  The 
"levering"  capability  enabling  highly  effective  and  efficient  BCST  is  use  of  the  MOP/MOE 
in  the  conduct  of  effective  AARs  after  intense  warfights  in  Tables  or  Modules.  The  quality 
of  the  AAR  will  be  determined  by  the  ability  of  the  TES  to  actually  provide  timely 
MOP/MOE  detail  in  an  interesting,  relevant  way.^  AAR  training  support  is  the  "long  pole 
in  the  tent"  to  achieve  the  kinds  of  sophisticated,  distributed  training  support  requL  sd  for 
effective  BCST  for  the  Guard. 

Objective  AAR  training  support  for  BCST  should  have  several  characteristics.  It 

should: 

•  be  absolutely  responsive  to  the  requirements  of  the  BCST  training  developer. 
Virtual  simulation  can  manipulate  objects  in  four  dimensions-locale  (position 
on  X,  y,  z  axes)  and  time  (fractions  of  seconds).  An  analogy  to  sports 
television  has  already  been  made.  Ihe  NFL  has  mastered  Instant  Replay  to 
explain  plays.  Now,  drawing  on  Intelligent  Forces  (IFOR-improved  Semi- 
Automated  Forces),  it  should  also  be  possible  to  Fast  Forward  too.  This 
would  not  only  be  to  accelerate  the  passage  of  time  in  a  previously  recorded 
event  (w^ght)  but  also  to  accelerate  the  flow  of  a  battle  occurring  for  the  first 
time  after  there  has  been  some  "what  if'  change  in  METT-T  of  the  original 


^  This  paper  assiunes  that  virtual  simulation  will  be  the  primary  training  support  at  least  for  the  initial 
development  of  BCST.  It  will  be  available  on  a  distributed  basis  to  support  small  unit  training. 
Company  and  below.  It  (SIMNET)  is  readily  available  for  training  development  purposes.  By  its 
nature,  it  can  provide  immersion  training  to  distributed  locations.  This  is  particularly  important  at 
Battalion  and  below,  which  is  the  major  Guard  BCST  training  challenge.  Clearly  good  BCST  can  be 
supported  by  subsistent  simulation  (MILES)  in  the  form  of  CFX  and  FTX  in  a  CTC-like  AT  site. 
Ifowever,  this  is  very  expensive  in  funds  and  time  and  the  inhequency  of  training  opportunities  erodes 
the  training  value.  Constructive  simulation  (JANUS,  CBS,  or  BBS)  is  also  useful  and  may  be  the  best 
long-term  simulation  vehicle  for  BCST,  but  it  does  not  yet  provide  the  immersion  of  visual  cueing. 
The  longer  term  BCST  training  support  seems  likely  to  be  a  combination  of  virtual  and  constructive 
simulations. 
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action.  Time  acceleration  (or  compression)  is  also  necessary  to  permit 
convergence  of  different  planning  cycles  to  assess  performance.  The  most 
obvious  example  of  tb’s  is  fire  support  coordination,  either  vertical  or 
horizontal.  Artillery  requires  one  envelope  of  lead  times,  Qose  Air  Support 
another.  Attack  Helicopters  a  third.  Acceleration  of  planning  leadtimes  is 
necessary  to  assess  MOP  associated  with  integrated  employment  of  these  three 
means  of  effective  Are  support.  Knowing  the  MOP,  MOE  and  the  desired 
Table,  die  trainer  should  be  able  to  impose  a  variable  planning  tempo  to  ensure 
that  all  critical  events  have  occurred  during  the  time  span  of  the  Table  or 
Module.  The  training  developer  (Proponent)  should  have  the  freedom  to 
produce  data  for  requited  MOP/MOE  by  varying  one  or  more  of  the  four 
dimensions.  And  all  must  be  able  to  be  captured  automatically  or  manually 
leadUy  by  the  chain  of  command,  OC^  or  OEs. 

•  be  equally  responsive  to  the  needs  of  the  Guard  imit  in  training.  Preparation 
for  and  then  Table  or  Module  execution  should  be  possible  in  whatever  mode 
is  best  suited  to  the  training  needs  of  the  unit.  If  the  chain  of  command  desires 
to  gain  access  to  the  virtual  Table  battlefield  from  AFV  in  a  field  locale  (WET 
site  or  Local  Training  Area)  that  should  be  possible.  Conversely,  if  the 
requirement  is  BCST  with  the  command  staff  group  assembled  in  one  or 
several  armories  that  should  also  be  possible  ~:hnically.  Mastering  Staff  Task 
IVoficiency  should  be  possible  with  the  unit  d:  :tT^lbuted.  It  may  not  be  possible 
to  train  Battle  Staff  Effectiveness,  particularly  team  organizational  processes, 
unless  the  team  is  collocated.  That  needs  to  be  determined  by  TEA.^ 
Similarly,  much  of  the  unit  AAR  gains  its  efiectiveness  from  the  interaction  of 
die  participants.  Eyeball<to^yeball  contact  may  be  necessary.  But  that  is  a 
training  question.  Technology  should  enable  full  distribution  of  BCST  to  at 
least  the  small  staff  teams  if  not  to  individual  stafi’  members. 

•  be  replicable  to  an  acceptable  level  of  resolution  distributed  to  armory,  civilian 
worit  site  or  home  for  individual  cr  small  team  training.  Locale  of  the  AAR 
should  not  be  a  consideration  in  determiiung  the  feasibility  of  a  particular 
BCST  program. 

•  aggregate  the  necessary  information  for  the  "your  way”  AAR  within  15 
minutes  after  the  completion  of  the  "your  way"  Table  exercise.  This  may  seem 
unreasonable;  it  is  essential  due  to  the  short  length  of  the  Guard  training 
period-the  Unit  Training  Assembly  (UTA)  of  four  hours  duration.  The  vast 
majority  of  that  4-hour  period  should  be  spent  either  "fighting"  or  participating 
in  die  AAR,  not  in  standing  by  as  data  are  coDected. 


^  There  is  a  sinular  research  challenge  for  (earns  fanned  in  vertical  BCST. 
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•  be  able  to  "automatically"  acquire,  process,  and  distribute  information 
supporting  precstablished  MOP--i.e.,  automatically  gather  the  data  to  convert 
an  "a  way"  MOP  collected  during  the  "a  way"  warfight  (Tablc/Module)  to 
"your  way"  MOP  for  "your  way"  AAR  purposes.  Alternatively, 
"automadcally"  convert  a  decision  matrix  or  synchronization  matrix  to  a  three- 
dimensional  virtual  display  which  compares  actual  execution  with  what  was 
plaimed  in  the  matrix.  These  "preplans"  (vertical  or  horizontal  AAR  Modules) 
should  be  able  to  be  inserted  into  a  "your  way"  AAR  as  readily  as  METT-T  can 
be  varied  for  the  "your  way"  Table  itself.  That  is,  the  "automatic"  AAR 
collection  process  should  be  able  to  be  modified  with  the  same  lead  time  tiiat  is 
required  to  modify  the  Table  itself  by  varying  METT-T.  Development  piiOTity, 
however,  should  go  to  preparation  of  a  superb  basic  "a  way"  Table  and  AAR 
which  supports  the  training-effective  "your  way"  Table  and  Module  and 
subsequent  AAR  to  ilie  same  METT-T  as  the  "a  way"  Table. 

•  be  enable  of  integrating  "out  of  window"  visual  (Stealth)  disijlays;  "Bird's  eye 
view  displays"  (Plan  View  Display  [PVD]);  tabular  data  such  as  killer-victim 
scoreboards;  communications  net  content  (voice  or  data);  recordings  of 
conversations  such  as  planning  guidance  from  Conunander  to  S3;  and  picn^res 
of  maps  with  overlay  graphics  at  various  times.  Information  to  be  collated  and 
"packaged"  as  a  "preplan"  specified  by  the  chain  of  command,  OC  or  OE  at 
least  24  hours  before  the  initialization  of  the  Table  for  unit  training.  In  other 
words,  be  able  to  create,  then  use,  an  absolutely  new  MOP  in  a  modified  Table 
and  subsequent  AAR  within  24  hours. 


NOTE:  These  requirements  may  appear  unreasonable  if  not  utopian.  Remember 
there  are  two  AARs.  One  is  the  AAR  of  the  "a  way"  unit  This  AAR  is  prepared  by  the 
Proponent  when  the  "A  way"  Table  is  fought  to  standard  presumably  at  a  CTC  or  at  a 
school.  There  are  no  time  constraints  on  preparation  of  this  AAR  which  becomes  the, 
model  or  software  "pattern"  for  the  "your  way"  AAR.  Then  think  of  the  AAR  as  a 
collection  of  MOP  modules  (software  applications)  proofed  in  the  "a  way"  Table/Module 
and  subsequent  AAR.  And  there  is  a  recommended  sequence  for  using  these  modules  to 
train.  That  sequence  is  what  is  provided  by  the  Proponent  as  the  "a  way"  AAR  which  will 
be  available  for  the  training  use  of  the  unit  before  it  initializes  its  "your  way"  Table/Module 
with  associated  AAR.  Most  of  the  AARs  described  above  are  "your  way"  AARs  which 
1  compare  "your"  pcrfoitnance  to  that  of  tfie  highly  competent  "a  way"  unit  Thus  the  "your 
way"  AARs  should  be  largely  "fill  in  the  blanks"  to  show  differences  from  the  appropriate 
I  "a  way"  AAR  and  to  explain  "why". 


It  seems  certain  that  current  AAR  collection  requirements  will  change  substantially. 
When  trainers  think  through  individual  and  small  team  proficiency,  new  questions  will 
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arise.  As  primary  data  are  captured  in  virtual  simuladon,  there  is  an  immediate,  predictable 
and  useful  requirement  to  correlate  the  data  witli  the  tactical  action  that  cued  the  behavior. 
For  example,  as  the  S2,  S3,  FSO  staff  team  trained  in  direct  and  indirect  rire 
synchronization,  new  cross  BOS  tasks  became  evident.  Similar  insights  (new  MOP)  will 
arise  within  and  between  other  BOS.  This  growth  began  to  emerge  as  SIMNET  developers 
contemplated  new  training  opportunities  as  SIMNET  began  to  grow  to  Battalion  and 
Brigade  echelon  operations.  An  important  collateral  (cross  BOS)  operation  is  the 
suppression  of  enemy  air  defense  (JSEAD).  It  was  quickly  realized  that  a  thoughtful  AAR 
of  JSEAD  would  probably  want  to : 

(a)  display 

•  CAS  strikes  and  SEAD  targets  gr^hically, 

•  Enemy  ADA  locations  and  tirxres  of  SEAD  strikes, 

•  Actual  SEAD  target  effects, 

•  Enemy  radar  and  air  defense  weapon  coverage  and  friendly 
jamming 

•  What  happened  in  a  cause  and  effect  relationship. 

(b)  Calculate  attrition  of  friendly  and  enemy  forces  over  time. 

(c)  Calculate  friendly  losses  to  various  enemy  weapon  systems  over  time 
by  sector;  compare  losses  against  effective  SEAD  and  against 
ineffective  or  less  than  effective  SEAD. 

(d)  Show  enemy  artillery  locations  and  compare  with  friendly  plOiS  of 
suspected  enemy  artillery  locations. 

These  data  can  only  be  derived  by  correlating  data  derived  from  the  target 

acquisition  banery  SAF  (SemiAutomated  Forces)  workstations  with  data 

received  from  the  EW,  maneuver,  air  SAF  workstations,  and  manned 

systems  as  well. 

Gary  Bloedom,  The  After  Action  Review, 
SIMi'iET  COMMAND  MODULES, 

17  March  1989,  p.E2-ll 

For  every  operation  which  crosses  BOS  to  achieve  effects,  there  will  be  similar, 
and  highly  beneficial,  expansion  of  thoughtful  questions  which  will  require  considerable 
data  correlation  to  produce  useful  MOP  and  AARs.  AAR  training  support  should  be 
designed  as  much  for  the  questions  that  have  not  been  asked  as  those  that  have. 
Proponents  and  CTC  leadership  can  provide  useful  insights  here  particularly  as  vertical 
BCST  launches.  Significant  expansion  capability  will  be  essential. 

Similar  expansion  will  result  from  the  focus  on  Organizational  Competence.  A 
criterion  for  assessing  the  quality  of  Stabilizing  is: 


!!>|gpw»ft’igiw,jii»fpy.^ 


Appropriateness-Tuning  is  appropriate  in  view  of  the  situation,  conditions 
and  intended  effects.  Choice  of  target  of  the  action  is  appropriate.^ 

This  is  a  very  subjective  MOE.  It  requires  a  well-trained  OE  prepared  to  counsel  the 
apprequiate  staff  officer.  And  it  requires  considerable  data  collection  and  conelation  both  to 
judge  what  is  "appropriate"  under  the  circumstances  and  to  document  the  judgment  to  the 
target  audience.  What  were  the  alternatives,  who  realized  them,  what  decision  latitude  was 
present?  Tough  data  requirements.  Collecting  challenging  MOP  and  MOE  appears  about 
to  become  a  "growth  industry"  in  Army  training  as  BCST  becomes  more  sophisticated. 

Training  support  to  coUea  and  present  these  must  be  equally  adaptable. 

Fortunately,  virtual  simulation  has  more  data  collection  capability  available  today 
than  most  realize.  An  assessment  of  AAR  MOP/MOE  potential  was  made  in  1989. 
Without  post  processing,  the  following  was  available; 

SUMS 

Total  losses  by  system 
Total  survivors  by  system 
Total  shots  by  system 
Total  shot  by  type 
Kills  by  typ^y  shot 
Total  1^ 

Ammo  expenditure  by  wpn 

Total  hits  taken  by  system 

Total  hits  at  0  deg  a^ct 

Total  hits  at  IS  deg  aspect 

Total  hits  at  30  deg  aspect 

Total  hits  at  45  degree  aspect 

Total  hits  at  90  degree  (flank  of  vehicle) 

Total  hits  at  1 80  deg  aspec*  (vehicle  rear) 

Location  and  Movement 
Location  of  selected  vehicle  over  time 
Distance  from  one  vehicle  to  another  over  time 
Time  tiiat  a  vehicle  crosses  a  geographic  boundary 
Distance  from  vehicle  to  a  geographic  point  over  time 
Distance  travelled  between  select^  times 
Speed 

Speed  of  selected  vehicle  over  time 
Average  speed  of  vehicle 
%  of  time  vehicle  is  moving 
Speed  when  firing 
Speed  when  hit 
Height  AGL  when  firing* 

Height  AGL  when  hit* 

•  As  appropriate  to  Army  Aviation  systems. 


3  Olmstead,  Battle  Steff  Integration,  pp.  C-3,  C-4. 
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MAPS 

Map  of  vehicle's  movement  over  time 
Map  of  unit's  movement  over  dme. 

Map  of  vehicle's  firing  over  time 
Logistics 

Fuel  use  between  selected  times 

Ammo  use  over  time  by  vehicle 

Ammo  use  over  dme  by  unit 

Major  end  Xem  replacement 

Pei^nnel  replacement  by  MOS,  grade  and  unit 

Casualdes  by  type,  dme,  MOS,  pade  and  unit 

Evacuadon  of  wounded  by  type  wound,  MOS,  grade  and  unit 

Visibility 

Inter-vehicle  visibility  over  dme 

Time  interval  fiom  fimt  intervisibility  to  opening  fire 

Range  at  first  atkr-t^  intervisibility 

Workstation/Device  Usage 

Number  of  times  a  button  or  option  is  selected 

Number  and  time  a  report  is  smt  manually 

Number  and  time  an  automattd  report  is  sent 

Number  of  reports  in  queue  over  dme-manual  and  auto 

V^th  post  processing,  the  following  is  available: 

Sums 

Avg  open  fire  range 
Avg  hit  range 
Avg  Idll  range 
Avg  rg  of  hits  taken 
Avg  loss  range 
Engagement  firer/tgt  prs 
Rds  per  engagement 
Rds  per  mission  (battery) 

Total  mines  enqjloyed 
Total  sys  des  by  mines 
Ratios 
Loss  ratio 
Survivor  ratio 
Hitrate 
Killrate 
Rdsperkili 
Spet^c  exchange  ratio 
Tgt  acquisition  per  tgt  avail 
Tgt  acquisition  vs  tgt  eng 
Sys  des  vs  mines  employed 
Force  Ratios 

Loss  exchange  ratios 
Force  exchange  ratio 
Surviving  force  ratio  differential 
Range  distributions 

Range  distribution  of  direct  fire  engagements 
Range  distribution  of  direct  fire  hits 


Range  distribution  of  indirect  fire  engagements 
Range  distribution  of  indirect  fire  engagements 
Time  Distributions 
Kills  over  time 
Qunulative  kills  over  time 
Hmc  distribution  of  indirect  fire  engagements 
Losses  over  time 
Cumulative  losses  over  time 

These  MOP  have  application  to  most  of  the  BOS  although  Maneuver,  Hie  Support, 
Command  and  Control  and  Combat  Service  Support  predominate.  Note,  however,  that 
these  are  all  automated  data  collection  produced  with  or  without  post  processing.  A  serious 
deficiency  now  is  the  inability  to  reflect  tactical  decisions  on  a  common  timeline.  When 
was  the  change  in  mission  directed?  Nor  is  there  any  automated  content  analysis  of 
communications-voice,  data  or  overlay.  When  was  the  patrol  information  received? 

Critical  AAR  elements  are  missing  ti'om  the  SIMNET  data  collection  capability 
unless  there  is  a  manual  data  collection  effort.  Fortunately,  there  is.  The  Guard  uaining 
strategy  foresees  OCs  and  OEs  to  be  pxsent  to  support  the  AAR  effort.  In  addition,  the 
AAR  is  not  a  "one  time,  cold  start"  event  Reiaember,  we  are  describing  the  use  of  Tables 
and  Modules  with  much  of  the  training  benefit  derived  from  the  "a  way"  Table  and  "a  way” 
AAR  which  are  provided  to  the  unit  and  the  OCs  and  OEs  as  a  package  for  pretrain. 
Knovring  the  Table  and  the  design  of  the  "a  way”  AAR,  tiaining  support  personnel  know 
exactly  where  they  have  to  supplement  the  automated  data,  collection  effort  to  produce  the 
"your  way"  AAR.  Gearly  there  is  additional  woik  required  to  produce  greater  automated 
AAR  training  support  along  the  lines  suggested  earlier.  But  equally  clearly,  many  of  the 
MOP  and  MOE  postulated  in  Appendix  2.3  can  be  collected  today  by  employing  a 
ccxnbination  of  automated  and  manual  data  collection  once  the  specific  Table  and  associated 
training  packages  for  the  Proof  of  Piinciple  are  determined. 

Another  challenge  in  training  support  for  AARs  is  cost  reduction  so  that  AAR  data 
generation  capability  cm  be  widely  distributed.  Good  work  is  being  done  to  PC-base  AAR 
data  collection.  ARI  Knox  and  Orlando  have  collaborated  to  produce  a  solid  stait,  the  Unit 
Performance  Assessment  System  (UPAS). 

VHS  PROTOTYPE  UNIT  PERFORMANCE 
ASSESSMENT  SYSTEM  (UPAS) 

ARI  and  Perceptronics  developed  a  low  cost,  personal  computer-based  (PC- 
based)  Unit  Performance  Assessment  System  (UPAS)  to  assist  in  collecting 
and  analyzing  data  from  SIMNET  exercises.  UPAS  collects  virtually  all  of 
the  data  broadcast  over  the  network  for  subsequent  analysis  on  a  stand  alone 
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basis.  The  prototype  UPAS  contains  two  types  of  tools  to  support  training 
fe^lback  and  research. 

First,  UPAS  loads  data  from  the  network  into  a  reladonal  database,  and 
provides  a  menu-based  system  of  editors  for  creating  graphic  and  tabular 
summaries  of  unit  performance  fmm  these  data.  Tne  design  of  the  database 
is  based  on  the  NTC  database  to  support  research  on  collective  training 
strategies.  Second,  the  prototype  contains  a  Plan  View  Display  that  can  be 
used  to  replay  the  mission  or  critical  segments  of  the  mission  tom  a  bird's- 
eye  view.  In  addition  to  showing  vehicle  location,  vehicle  orientation,  and 
wet^n  system  orientation  over  a  grid  map,  the  PVD  indicates  when  each 
vehicle  fues  or  becomes  a  casualty.  This  prototype  UPAS  includes  the 
capability  to  magnify  the  battlefield  to  the  point  where  the  entire  display 
covers  an  area  that  is  only  one  kilometer  square.^ 

Innovative  inqnovements  have  been  made  recently: 

NEW  UPAS  AAR  AIDS 

The  PVD  was  modified  to  support  training  feedback  and  research  more 
effectively;  and  three  new  types  of  AAR  aids  were  implemented.  The 
quality  of  iUustrations  of  the  AAR  aids  are  limited  due  to  a  lack  of  SIMNET 
exercise  data....  The  capability  to  display  major  terrain  features  (i.c., 
highways,  unimproved  roads,  tree  lines,  tree  canopies,  buildings,  and 
bc^es  of  water)  was  added  to  the  Plan  View  Display.  These  features  are  all 
color  coded  in  the  display.  In  addition,  a  quick  search  capability  was 
implemented  to  allow  the  user  to  move  quicldy  forward  and  backward  to 
particular  points  in  an  exercise,  and  the  capability  to  magnify  the  battlefield 
was  enhanced  to  allow  sections  as  small  as  200  meters  by  200  meters  to  be 
displayed. 

A  Battle  Flow  Chart  was  implemented  to  trace  the  movement  of  vehicles 
fircmi  bird's-eye  view  at  specified  intervals  throughout  the  course  of  a 
mission...  Tlie  Battle  Flow  traces  movement  over  a  grid  map  displaying  unit 
control  measures  taken  tom  the  unit's  operations  order.  ITie  user  can  start 
or  stop  the  trace  of  unit  movement  at  any  point  in  the  exercise,  and  thus  a 
copy  of  the  trace  can  be  made  for  selected  portions  of  the  exercise  as  well  as 
for  the  entire  exercise.  Unlike  the  Plan  View,  the  Battle  Flow  indicates 
vehicle  location  but  does  not  indicate  vehicular  and  weapon  system 
orientation.  The  Battle  Flow,  like  the  Plan  View,  allows  the  user  to 
magnify  the  battlefield. 

A  Battle  Snapshot  is  another  tool  that  shows  the  position  and  orientation 
of  vehicles  and  weapon  systems  tom  a  bird's-eye  view.  A  Snapshot  can 
be  taken  of  any  point  in  the  exercise  designated  by  the  user.  Like  the  Plan 


^  Meliza,  Lany  L.,  and  Seng  Qiong  Tan,  Application  of  the  SIMNET  Unit  Performance  Assessment 
System  to  After  Action  Reviews,  ARI  TRADE  Paper,  undated  (1991),  p.  3.  More  extensive  capabilit>' 
is  available  in  the  SIMNET  Datalogger;  however,  this  capability  has  been  associated  with  combat 
development,  not  training  development  or  general  force  training.  UPAS  is  the  first  training  support 
aimed  explicitly  at  low  cost  support  of  AAR  of  small  unit  training  in  virtual  simulation.  It  needs  to 
be  tied  to  ongoing  training  analyses  at  the  CTC. 
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View  and  the  B?.ttlc  Flow,  the  Snapshot  allows  the  user  to  magnify  the 
batUefield.  Like  the  Battle  Flow,  the  Snapshot  shows  the  location  of 
vehicles  on  a  grid  map  that  includes  control  measures. 

An  Exercise  Timeline  is  a  tool  for  looking  at  temporal  coordination  of 
movement,  firing  events,  control  measures,  and  communication.  The  top 
and  bottom  lines  cover  the  time  during  the  exercise.  The  second  line 
describes  movement  of  the  plato  nn  as  a  function  of  time  and  unit  control 
measures.  The  bars  at  the  bottom  of  this  line  indicate  the  time  when  the  first 
and  last  vehicle  of  a  unit  crossed  a  control  measure.  The  Timeline  also 
indicates  the  beginning  and  ending  of  periods  in  time  when  the  entire 
platoon  was  halted.  The  third  line  provides  information  about  the  time  of 
direct  and  indirect  firing  events.  A  small  square  is  used  to  indicate  a  point  in 
time  when  the  luut  receives  artillery  fire,  and  an  arrow  pointed  down 
indicates  when  the  first  enemy  direct  fire  was  received  by  the  unit  A  small 
circle  is  used  to  indicate  a  point  in  time  when  a  friendly  vehicle  is  destroyed. 

An  aiTow  pointed  up  indicates  when  the  unit  first  delivers  fire  on  the  enemy, 
and  a  small  x  indicates  points  in  time  when  an  enemy  vehicle  is  destroyed. 

Larry  L.  Meliza  and  ;^eng  Chong  Tan, 

Application  of  the  SIMNET  Unit 
Performance  Asieccnicnt  System  to 
After  Action  Reviews,  pp.  5-8 

Notice  how  the  Exercise  Timeline  uses  existing  data  to  create  a  useful  timeline. 

Their  work  reflects  the  essentially  maneuver  orientation  of  current  SIMNET  use.  Similar 
innovation  directed  at  other  BOS  should  produce  AAR  capability  expanded  to  other  BOS  in 
months. 

Most  of  the  preceding  AAR  training  support  discussion  has  conformed  to  the 
current  AAR  model  confirmed  over  the  years  for  unit  training  in  the  CTC.  That  may 
provide  useful  precedence  for  future  individual  and  small  team  training  but  the  odds  are  not 
favorable.  The  power  of  immersion  in  virtual  simulation  is  practically  untapped  for 
distributed  individual  training.  Once  the  "bread  and  butter"  Tables-such  as  Battalion  TF 
Defense-Planning,  Preparation,  and  Execution  [three  Tablcs]-are  created,  the  training 
developer  should  strive  to  draw  on  "canned"  synthetic  battlefield  warfights  to  create 
individual  or  small  group  distributed  training  vignettes  or  Modules.  In  other  words,  the  S4 
should  be  trained  in  increasingly  challenging  situations  requiring  him  or  her  to  demonstrate 
task  and  organizational  process  proficiency. 

The  development  model  could  be  the  sophisticated  training  matrix  of  the  AFV 
Conduct  of  Fire  Trainer.  Think  of  the  S4  (or  the  S2,  S3,  FSO  team)  facing  increasingly 
challenging  learning  situations  in  interactive  virtual  simulation  and  provided  practically 
immediate  feedback  as  the  Abrams  or  Bradley  Gunner  is  today  in  the  UCOFT.  The  S4 
would  be  provided  a  personal  "porthole"  to  the  vinual  battlefield  where  the  "a  way" 
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battalion  is  fighting.  Alone  or  in  conjunction  with  his  small  staff  team  (XO,  SI,  S4),  he 
has  to  respond  to  "canned"  situations  drawn  from  the  ongoing  warfight.  All  the  known 
"Tricks  of  the  Trade”  of  the  AAR  are  built  in  but  they  have  been  adjusted  to  the  immersion 
potential  of  virtual  simulation.  And  hopefully  development  of  Organizational  Competence 
could  be  "built  in"  to  doctrinal  task  training. 

AAR  training  support  for  training  of  individuals  and  small  teams  in  virtual 
simulation  is  in  its  infancy.  The  potential  for  order  of  magnitude  improvements  is 
immense. 
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APPENDIX  2.5 
THE  OBJECTIVE  AAR 


The  AAR  is  the  central  training  focus  of  BCST.  Preparation  for  and  successful 
conduct  of  the  warfight  Table  or  Module  is  the  stimulant  to  jjrofessional  interest  and 
competence  but  the  training  vehicle  is  the  AAR.  Professional  pride,  compeddveness,  and 
natural  curiosity  combine  to  make  the  AAR  a  premier  training  event  in  the  Army  training 
system.  Therefore,  the  maximum  leverage  in  BCST  is  to  be  gained  by  creadng  the  most 
effecdve  and  efficient  AAR  possible.  The  purpose  of  this  Appendix  is  to  describe  what  the 
objecdve  AAR  should  be  for  maximum  training  benefit  It  is  to  project  the  "marie  on  the 
wall"  to  focus  following  technology  and  training  development 

Parts  of  the  "mark  on  the  wall"  will  be  executable  tomorrow,  others  are  probably  a 
decade  away  in  technology  development  In  preceding  Appendices,  we  have  discussed 
current  training  development  (App.  2.1,  AAR  Training  Development);  developed  what 
BCST  is  to  train  and  how  the  training  program  is  to  be  prepared  (App.  2.2,  Task  Cliecklist 
for  AAR  Design);  determined  how  the  MOP  and  MOE  should  be  developed  for  the  various 
training  audiences  (App,  2.3,  MOP/MOE  Development);  and  defined  what  must  be 
developed  to  provide  the  necessary  truning  support  to  the  AAR  (App.  2.4,  AAR  Training 
Support).  We  have  defined  the  constituent  parts.  Now  as  we  define  how  it  all  is  to  come 
together  for  various  training  requirements,  we  complete  the  detailed  conceptual  vision  of 
die  AAR. 

If  we  could  create  the  "perfect"  or  objective  AAR  for  Army  training  and  particularly 
for  distributed  Guard  training,  what  would  it  be?  The  objective  AAR  should; 

•  Follow  the  general  content  and  sequence  proved  during  the  past  IS  years  in  the 

Combat  Training  Centers.  The  current  ARTEP-71-2  MTP  describes  the 
process  well  for  the  maneuver  heavy  battalion: 
g.  After-Action  Review 

(1)  A  series  of  AARs  are  conducted  from  battalion  level  through 
platoon  level.  This  provides  the  full  benefit  of  active 
participation  and  informative  feedback.  The  size  of  each 
group  level  should  be  tailored  to  enhance  learning.  The  key 
to  AARs  is  interaction  of  people;  AARs  should  not  be  a 
lecture.  The  following  is  a  sample  format: 
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(a)  Review  the  brigade  mission  intent/concept. 

(b)  Give  a  brief  summary  of  the  sequence  of  events  and 
what  happened. 

(c)  Review  friendly  plan. 

(d)  Review  OPFOR  plan. 

(e)  Review  planning  and  preparation  for  battle  in  terms  of 
the  operating  systems,  using  the  AAR  collecdon  charts. 

(f)  Review  the  results  of  the  operation,  using  the  AAR 
collection  charts. 

(g)  Review  the  execution  of  the  operation  in  chronological 
order. 

(h)  Discuss  results  in  terms  of  the  seven  operating  systems 
(weak  points  and  ways  to  improve  performance),  using 
Ae  AAR  collection  charts. 

(i)  Summarize. 

(2)  Chief  observer/controUcr  guides  the  AAR.  One  method  of 
starting  the  AAR  is  to  ask  each  participant  what  went  well  and 
what  needs  improvement.  These  points  should  be  listed  on  a 
chart  or  butcher  paper  to  help  facilitate  the  discussion.  The 
OPFOR  commander  or  representative  should  explain  his 
order  and  plans  for  the  operation  as  well  as  any  observations 
on  how  to  improve  TF  performance.  This  allows  the  TF  to 
see  what  they  were  fighting  against  and  why  some  of  the 
actions  happened.  The  chief  observer/controller  states  what 
happened  (facts),  and  then  asks  why  it  happened.  Each 
participant  learns  from  the  others  and  from  his  leaders.  AU 
players  work  together  on  identifying  and  correcting 
weaknesses.  In  this  way,  there  is  more  involvement  in  their 
own  professional  development  The  sequence  should  follow 
the  flow  of  the  battle  and  focus  on  the  battalion  performance. 
Normally  the  brigade  conunander  summarizes  the  Hnal 
crniunents  at  the  end  of  the  AAR. 

(3)  Platoon,  company,  and  system  (main  CP,  combat  trains  CP, 
field  trains  CP)  AARs  are  conducted  before  or  after  the 
battalion  AAR  and  follow  the  same  sequence  of  events. 
Operating  systems  AARs  are  normally  conducted  at  least  once 
during  or  after  the  exercise  with  the  principal  operators  of  the 
operating  systems  to  work  out  the  details  of  improving  that 
system's  performance.  An  example  would  be  the  FSO,  FSE, 
mortar  platoon  leader,  and  FIST  chiefs  with  company 
commanders  and  S3s  for  the  fire  suppon  system  or  XOs, 
suppon  platoon  leader,  first  sergeants,  FSB  staff,  BMO, 
medical  platoon  leader,  and  SI,  and  S4  for  the  combat  service 
support  systemu 

(4)  At  the  completion  of  the  AARs,  all  soldiers  and  leaders/staff 
in  the  TF  should  know  what  they  did,  areas  that  need 
improvement,  and  how  to  improve....^ 


^  ARTEP  71-2-MTP,  Mission  Training  Plan  for  The  Tank  and  Mechanized  Infantry  Battalion  Task 
Force,  October  1988,  pp.  6-14,  -15. 
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The  training  principles  embedded  in  this  AAR  process  are  solid.  Remember, 
however,  that  this  AAR  was  designed  for  AC  units  fighting  on  equipment  assembled  at  a 
Major  Training  Area,  preferably  a  Combat  Training  Center.  A  corps  of  well-trained  OCs 
train  and  evaluate  at  each  echelon.  The  OPFOR  is  well  trained.  If  training  is  at  a  CTC, 
elaborate  training  support  has  been  provided.  Last,  and  perhaps  most  important,  this  unit 
collective  training  event  is  supplemented  by  extensive  leader,  individual  and  collective  unit 
training  which  precedes  and  follows  the  Field  Training  Exercise  this  AAR  is  designed  to 
support 

Hie  Guard  has  to  make  much  broader  use  of  the  training  experience  reflected  in  the 
ARTEP-MTP  model  AAR.  For  example,  to  conserve  resources,  particularly  time,  the 
AAR  should  support  individual  and  small  team  training  as  well  as  unit  collective  training. 
For  a  graphical  representation  of  the  larger  training  requirement,  see  Enclosure  1, 
App.  2.S.  The  point  is  that  the  conventional  AC  AAR  is  excellent  for  its  AC  purposes. 
But  it  is  a  floor,  not  a  ceiling,  for  the  Guard,  which  must  get  more  "mileage"  out  of  the 
AAR,  given  fewer  alternative  training  (pportunides.  Expect  modifications  for  Guard  needs 
such  as  multiple  individual  and  collective  training  audiences,  grouped  and  distributed 
training,  and  very  high  and  very  low  technology  distributed  training  support  available. 
And,  as  indicated  at  Enclosure  1,  the  training  requirement  expands  rapidly.  The  Guard 
AAR  needs  to  be  much  more  efficient  and  effective  than  the  AC  AAR. 

•  Have  very  flexible  composition  so  that  it  can  be  tailored  to  be  responsive  to  as 
many  users  as  possible.  It  should  be  flexible  in  numerous  ways.  The  BCST 
AAR  may  occur  in  a  CTC,  or  a  Guard  Major  Training  Area,  or  in  a  Battalion 
Armory,  or  with  the  Battalion  Headquarters  and  subordinate  units  spread  over 
several  hundred  square  miles.  The  AAR  may  be  conducted  for  the  commander 
with  the  entire  staff-the  CTC  analog~or  it  may  be  for  an  individual  staff 
officer  (S4  in  example)  or  small  staff  team  (S2,  S3,  FSO  in  example)  with 
primary  focus  on  Staff  Task  Proficiency  or  Battle  Staff  Effectiveness  or  both. 
The  training  may  be  conducted  with  or  without  OC  or  OE  support.  Qeariy  the 
objective  BCST  AAR  may  be  used  to  support  individual  and  leader  training 
vriiedier  conducted  in  the  institution  or  unit. 

•  Be  amenable  to  various  presentation  training  support  media.  TES  virtual 
simulation  (SIMNET)  is  clearly  preferable  because  it  immerses  the  unit  staff  in 
warfighting.  But  the  available  BCST  training  support  may  be  ARTBASS, 
BBS  or  even  JANUS.  To  facilitate  exponed  use,  some  of  the  "a  way"  AAR 
may  be  on  CD  ROM,  TV  tape,  audio  tape  of  various  communications  nets  or 
other  training  support  such  as  transparencies  of  tactical  maps  with  overlays, 
and  various  matrices  reproduced  for  local  projection.  The  point  is  that  the 
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AAR  tied  to  BCST  Table  or  Module  must  be  amenable  to  the  broad  range  of 
presentation  technologies  present  in  the  Guard  training  environment. 
However,  development  priority  should  go  to  TES  (vinual  simulation 
supplemented  by  constructive  simulation)  supported  by  current  media 
such  as  QD  ROM,  which  advantage  accelerating  commercial  advances  in 
communications,  education  and  entenainment. 

•  Be  modular.  It  seems  evident  from  the  discussion  above  that  the  BCST  AAR 
should  be  designed  in  modules  such  that  the  final  product  can  be  tailored  for 
the  various  training  audiences.^  Several  possible  modules  which  draw  on  the 
CrC  experience  are  listed  below.  Where  die  primary  focus  is  individual  task 
proficicncy-Combincd  Arms  Battle  Tasks-an  Observer/Controller  (0/C)  is 
shown  as  mentor  or  facilitator  in  support  of  the  unit  When  the  focus  is  the 
organizational  processeS"Organizational  Competence-an  Organizational 
Effectiveness  Subject  Matter  Expert  (OE)  mentors  or  facilitates  for  the  unit 

POTENTIAL  AAR  MODULES 

The  range  of  potential  AAR  Modules  is  extensive.  Below  is  a  possible  array  which 
could  be  required  to  train  the  entire  staff. 

•  OPFOR  discussion  of  plan,  then  OPFOR  execution  in  general.  Sub-modules 
address  each  BOS.  For  BOS  modules,  discuss  OPFOR  plan  and  execution  at 
Regt  and  Div.  8  Modules  OC  mentor. 

•  Ten-minute  summary  of  entire  "day  of  battle"  with  emphasis  to  time  period 
covered  in  the  Table  being  fought  1  Module  OC  mentor,  I  Module  OE 
mentor. 

•  Summary  of  action  then  peiformance  data  by  MOP/MOE  for  each  of  the  seven 
BOS.  7  Modules  OC  mentor. 

•  Summary  of  events,  then  performance  data  by  MOP/MOE  for  each  staff 
position  (XO,  SI,  S2,  S3,  S4,  FSO).  6  Modules  OC  mentor,  6  modules  OE 
mentor. 

•  Summary  of  events,  then  performance  data  by  MOP/MOE  for  each  staH*  team 
(S2,  S3,  FSO;  SI,  S4,  BMO  (XO?);  S2,  S3,  ADA;  S3.  FSO.  Engr). 
4  modules  OC  mentor,  4  modules  OE  mentor. 
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^  The  discussion  focuses  on  horizontal  BCST.  The  same  rationale  prevails  for  vertical  BOS;  however, 
the  substance  would  be  confined  to  MOP/^^OE  of  a  BOS  conducted  with  personnel  from  units  at 
multiechelons  but  responsible  for  that  BOS  at  each  (Xhelon.  Creating  team  Battle  Staff  Effectiveness  € 

will  be  challenging. 
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•  Table  Excursions;  Discussion  of  special  aspect  of  Table  such  as  implications 
of  heavy/light  or  joint  forces  support  or  combined  operations  with  allies. 
TBD.  Assume  3  Modules  OC  mentor,  3  Modules  OE  mentor. 

TOTAL  Modules:  OO  29,  OE:  14. 

GRAND  TOTAJ,:  43  Modules  prepared  by  various  TRADOC  Proponents  or  OE 
Subject  Ma  tter  Experts. 

NOTE:  The  grand  total  could  be  greater  if  modules  are  created  for  both  "a  way"  AARs 
(prepared  by  Proponent)  and  some  lesser  number  of  "your  way"  AARs  prepared  on  site  in 
response  to  unit  requirements.  The  "your  way"  modules  could  be  not  only  descriptive 
of  what  happened  and  why;  they  could  also  describe  or  prescribe  remedial  training  to 
correct  deficiencies.  For  examples  of  cross-applications  of  potential  modules,  see  End.  2, 
App.  2.5. 

Those  characteristics  define  an  AAR  that  could  be  quite  similar  to  those  currently  at 
the  CTC  They  could  also  define  tens  of  other  potential  AARs  dependent  upon  the  nature 
of  the  BCST  training  requirement  This  should  not  be  surprising.  It  reflects  the  very 
considerable  training  potential  of  TES  matched  with  the  diversity  of  the  Guard  requirement 
Gearly  there  is  a  major  opportunity  to  improve  the  training  readiness  of  the  Total  Force. 
Several  of  the  comb  iiations  are  reflected  at  Enclosure. 

Several  insights  stand  out  The  power  of  the  technology  of  virtual  simulation 
comlnned  with  the  ability  to  distribute  "warfighting"  provides  unprecedented  opportunity  to 
train  BCST.  "A  way"  and  "your  way"  execution  of  the  Tables  and  AAR  were  developed  to 
provide  the  unit  in  training  an  opportunity  to  observe  "how  to"  either  in  preparation,  AAR 
or  follow  up  remedial  training.  In  actuality,  they  are  far  nnore.  Packaged  by  Subject  Matter 
Experts,  fought  in  virtual  simulation,  and  distributed  with  sophisticated  training  support  to 
bodi  train  and  evaluate  MOP  and  MOE,  the  "a  way"  AAR  naodules  have  unlimited  potential 
in  support  of  individual  as  well  as  unit  training.  They  could  be  comparable  to  the 
TRADOC  Common  Teaching  Scenario  but  with  tactics,  techniques,  and  procedures 
captured  in  great  detail.  Could  these  "warfighting"  modules  in  virtual  simulation  be  at  the 
heart  of  the  "warfighting"  OAC  or  C&CSC  in  the  future?  Both  resident  and  distributed?^ 
And  diere  is  potential  for  "a  way"  to  be  entirely  descriptive;  "your  way"  to  be  not  only 
descriptive  but  also  diagnostic  and  pefiiaps  prescriptive  for  remedial  training.  So  there 
would  seem  to  be  high  payoff  for  preparing  the  "a  way"  AAR  modules.  Validation  of  the 


3  This  aspect  of  institutional  training  is  discussed  in  Chapter  6. 
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"your  way"  AAR  module  potential  and  requirement  awaits  Proof  of  Principle  and  Training 
Effectiveness  Analysis. 

The  second  insight  is  that  proper  preparation  of  the  Tables  and  AAR  will  be  critical 
to  realizing  the  potential  of  BCST.  It  is  more  than  a  "garbage  in-garbage  out"  issue.  The 
X,  y,  z,  t  documentation  permitted  by  Datalogger  capture  of  a  Battalion  fight  provides 
higher  resolution  documentation  of  doctrine,  tactics,  techniques,  and  procedures  than  has 
ever  been  possible.  The  training  benefit  of  73  Easting  in  SIMNET  pales  in  comparison  to  a 
Battalion  fight  set  up  with  a  competent  unit  to  demonstrate  "a  way"  across  all  BOS  in 
exquisite  detail.  Preparation  and  documentation  of  several  Tables/AAR  on  Brigade  or 
Battalion  Defense  and  Attack  should  provide  the  finest  BCST  training  support  ever 
produced.  Two  sets  of  Tables/AARs-dcliberatc  attack  and  deliberate  defense-would 
probably  be  sufficient  Having  completed  that,  units  could  proceed  to  normal  STX  training 
per  FM  25-101. 

Think  of  BCST  AAR  potential  described  here  as  better  than  the  finest  training  film 
you  have  ever  seen-better,  because  it  is  interactive.  You  become  part  of  the  "film."  You 
could  "what  if  and  you  could  see  in  great  detail  how  "the  pros"  do  it.  And  you  could 
distribute  it  throughout  the  nation  with  absolute  quality  control  built  in  as  with  the  UCOFT. 

So  what  is  the  Objective  AAR?  It  is  a  family  of  AARs  tailorable  to  the  diverse 
needs  of  Staff  Task  Proficiency  and  Battle  Staff  Effectiveness  training.  All  of  the  AAR  are 
grounded  in  several  well-documented  warfights  in  virtual  or  constructive  simulation  and  all 
are  structured  by  the  Proponent  to  support  distributed  BCST  to  standard. 


Enclosure  2,  Appendix  2.5 
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The  Result:  Tailored  Training  Moduies  for  Individual  and  Collective, 
Unit  and  Institutional  Steff  Training  Applications 
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APPENDIX  3.1 

TABLE  TRAINING  SCENARIOS 


In  Appendix  2.3,  we  described  the  process  fn*  generating  the  waifighting  MOP  and 
MOE  which  arc  the  essential  training  support  for  BCST.  Now  we  are  concerned  with  the 
design  of  the  Table  or  warfighting  experience--the  snapshot  of  a  "day  of  battle"-which  will 
cause  the  desired  training  to  occur  in  the  AAR.  The  Table  itself  should  be  designed  to 
stimulate  ^'  e  immersion  environment  permitted  by  training  in  virtual  simulation.  It  should 
create  a  situation  which  is  interesting,  challenging,  even  excidng  to  the  staff  participant  in 
order  to  facilitate  immersion.  Also,  it  should  serve  as  a  logical,  consistent  "stage-setter" 
providing  credibility  to  "cues”which  need  to  be  created  to  cause  the  desired  training  to 
occur.* 

Cues  are  the  dominant  and  essential  product  of  executing  a  Table.^  The  Table  is 
designed  to  create  a  series  of  cues  which  will  stimulate  staff  action,  or  inaction,  directly  and 
specifically  related  to  prescribed  MOP  or  MOE  from  the  individual  staff  member,  small 
staff  team  or  entire  batde  staff.  Cues  may  range  from  a  specific  enemy  action  designed  to 
stimulate  S2/S3  interaction  required  for  Staff  Task  Proficiency  as  prescribed  in  the  ARTEP- 
MTP  to  friendly  spot  report  inserted  to  trigger  a  "probe"  assessing  Battle  Staff 
Effectiveness— coping  actions.^  Creating  proper  cues  is  the  purpose  of  the 


*  Tables  are  intended  to  complement  Situationa]  Training  Exercises  (STX)  in  the  Army  training  support 
inventoty.  STX  require  collective  task  perfonnance  to  condition  and  standard  in  execution  of  likely 
waifighting  missions.  Tabl;»  enable  STX  by  requiring  performance  to  task,  condition  and  standard 
with  explicit  Mission,  Enemy,  Terrain,  Troops  and  Time  Available.  Tables  are  particularly  useful  in 
enabling  distributed  training  to  comparable  standard  now  that  Tactical  Engagement  Simulation  permits 
precise  distributed  replication  of  METT-T.  For  extended  discussion  of  Tables,  see  Enclosure  A. 
Tactical  Tables,  to  “A  Simulation-Based  Intensified  Training  Readiness  Strategy  for  the  Reserve 
Component,”  IDA  Paper  P-261 1,  December  1991. 

^  The  discussion  relates  spr.;ifically  to  the  Table.  The  same  general  methodology  applies  to  developing 
Modules.  They  can  be  easier  to  develop  because  the  basic  METT-T  have  been  al^dy  defined  by  the 
parent  Table.  Module  construction  can  be  more  difficult,  however,  when  the  plan.iing  cycle  to  be 
iqnsented  is  longer  than  normal  Table  length. 

^  Probes  were  developed  by  Olmstead  fa  Project  Forge  (Factors  in  Organizational  Effectiveness)  in  the 
late  Sixties.  ”A  probe  is  a  problem  which  is  design^  to  stimulate  a  particular  subsystem  of  the 
organization  and  through  which  data  can  be  recovered  separate  from  that  concerned  with  other  probes. 
Thus  probes  can  be  planned  to  challenge  all  the  different  subsystems  and  to  cover  a  wide  spectrum  of 
problems  and  activities.”  Olmstead,  Battle  Stc^ Itaegration,  p.  V-8. 
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Table.  All  should  be  designed  with  that  in  mind.  In  other  words,  a  Table  is  not  just  an 
exciting  vignette  of  battle.  It  is  that;  but  more  important,  it  is  a  carefully  crafted  set  of  cues 
to  cause  training  in  Staff  Task  Proficiency  and  Battle  Staff  Effectiveness  to  occur.  The 
training  development  challenge  is  to  assemble  the  proper  cues  in  logical  sequence  to  ensure 
diat  the  desired  training  takes  place. 

Recall  that  a  wide  range  of  cues  will  be  requiied-as  many  as  there  are  MOP  and 
MOE  associated  with  vertical  and  horizontal  BCST.  Staff  Task  Proficiency  includes  both 
individual  staff  member  tacdcal  and  technical  competence  and  small  staff  team  tactical  and 
technical  competence.  The  range  of  requirements  is  reflected  in  Enclosure  1,  App.  2.5.  In 
addition,  Battle  Staff  Effectiveness-particularly  the  organizational  processes  of 
Organizational  Competence  (sensing,  communicating  informaticn,  decision  making, 
stabilizing,  communicating  information,  roping  actions  and  feedback)-will  need  cues  or 
probes. 

Fortunately,  the  trainer's  "toolbox'*  is  full.  We  have  defined  our  warfighting 
doctrine  both  horizontally  and  vertically  by  BOS.  And  we  have  an  accepted  structure  for 
describing  battle  interactions-  -METT-T.  Each  factor  can  be  varied  to  "mold"  the  cues 
which  in  turn  stimulate  action  or  inaction  to  the  prescribed  MOP  and  MOE.  The  Mission 
can  be  varied  as  defined  in  the  ARTEP-MTP,  Defense,  Movement  to  Contact,  etc.  Enemy 
can  be  tailored  for  the  precise  desired  training  effect  Size,  equipment  level  of  training  (hit 
probabilities)  and  tactical  doctrine  can  be  modified  readily.  Troops  can  be  adjusted  to 
reflect  new  or  old  TOE  and  various  combinations  of  Task  Organization  and  combat 
effectiveness  as  die  Table  commences.  Terrain  is  infinitely  variable.  As  the  technology  of 
terrain  representation  in  digital  terrain  advances,  increasingly  higher  resolution  terrain  and 
weather  will  be  available.  For  now,  for  training  development  purposes,  one  "high 
resolution"  50  x  50-km  "sand  box"  Wiy  be  sufficient  Given  sufficient  variation  in  natural 
and  man-made  features  included  in  the  "sandbox,"  shifting  the  azimuth  of  tactical  action 
should  provide  sufficient  flexibility  .to  the  training  developer,  i.e.,  vary  the  axis  of  attack 
from  North-South  to  West-East  Time  Available  can  have  significant  impact  on  staff 
processes.  A  relatively  simple  attack  can  become  extraordinarily  challenging  when  staff 
planning  time  is  halved-or  comes  as  la  fnig  erdor  change  of  mission.  But  there  is  clearly 
great  flexibility  provided  to  the  training  developer  constructing  the  Tables. 

There  are,  however,  subtle  problems  which  need  to  be  considered.  Probably  the 
most  vexing  are  the  varying  tempos  of  the  planning  cycle  at  different  echelons.  In 
Qtapter  2  we  discussed  the  challenge  of  converging  Fire  Support  planning  cycles-field 
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artillery  and  USAF  close  air  support-for  the  AAR.  Challenging  but  doable  by 
conqnessing  the  air  support  planning  cycle  when  the  training  focus  is  horizontal.  Battalion, 
or  Brigade,  this  can  become  difficult  when  the  training  is  vertical.  The  Corps  planning 
cycle  clock  runs  in  days,  not  hours  or  minutes. 

lliere  can  be  comparable  problems  at  Battalion.  It  would  appear  that  a  30-  or 
60-minute  Table  (vignette  of  a  "day  of  battle")  would  be  sufficient  to  generate  Battalion  or 
Brigade  Battle  Staff  Effectiveness  cues  and  most  small  team  Staff  Task  ProHciency  cues. 
Some  individual  staff  positions  such  as  the  S4  may  require  at  least  a  24-hour  period  in 
Older  to  generate  the  necessary  cues. 

Another  range  of  challenges  results  from  the  embryonic  nature  of  TES  (virtual 
simulation).  Weather,  light  conditions,  terrain  modification  (craters,  etc.)  are  all  poorly 
represented  in  the  current  state  of  development  Therefore  there  are  nonparailel  capabilities 
to  represent  the  various  BOS  in  warfighting.  Maneuver  and  Fire  Support  far  exceed 
Mobility,  Countermobility,  and  Survivability  in  representability.  Not  a  shew  stopper 
because  workarounds  can  be  fashioned  but  often  at  considerable  degradation  in  the  cues  for 
tfiat  BOS.  The  Table  training  developer  needs  to  be  acutely  aware  of  the  current  limitations 
of  the  technology  as  he  or  she  designs  the  Tables. 

Now,  what  are  some  of  the  Table  alternatives?  To  stimulate  thought,  thirteen 
potential  Tables  are  described.  They  are  selected  to  vary  mission,  tempo,  complexity,  etc., 
of  die  potential  Tables.  Recall  that  the  basic  purpose  here  is  not  solely  to  cause  the  stafr  in 
training  to  experience  "a  battle."  Rather  it  ;*s  to  cause  the  necessary  cues  to  behavior  which 
are  prescribed  by  the  desired  MOP/'MOE  being  trained.  The  range  of  training  opportunities 
should  be  evident  in  Figure  3.1.1. 

Tables  1  to  4  in  Figure  3.1.1  place  the  unit  staff  in  a  situation  of  multiple 
overlapping  unit  missions  (see  Figure  3.1.1).  This  requires  simultaneous  Planning, 
Monitoring,  and  Directing,  as  is  postulated  in  emerging  doctrine  of  staff  actions.  The  "day 
of  battle”  depicted  is  grim.  There  is  a  steady  increase  in  enemy  to  the  point  that  the  unit  has 
to  transition  from  hasty  attack  under  way  as  the  day  starts  to  hasty  defense  then  to  delay. 
From  this  difficult  day,  four  vignettes  or  Tables  are  selected.  Table  1  starts  just  as  the  unit 
receives  a  Frag  Order  (0900)  to  execute  a  hasty  defense  at  1030.  To  ease  the  difficulty  a 
bit,  the  commander’s  initial  guidance  is  provided  to  the  staff.  The  Table  is  the  next 
60  minutes  real  time  of  the  day  of  battle,  i.e.,  0900-1000.  The  staff  has  to  monitor  the 
continuing  execution  of  the  hasty  attack  while  at  the  same  time  planning  for  the  hasty 
defense. 
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SCENARI0 1 :  Multipit,  ovtrtapping  unit  missions  which  rtquire 
shnuKantous  Planning,  Monitoring,  and  Dirtcting 
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TABLES  (Snapshots  of  Battle) 

1  2  3 


4 


Plan  and  Monitor 

Hasty  Attack  under  way,  increasing  resistance.  FRAGO  change  of  mission 
to  Hasty  Defense  effective  at  1030  received  at  0900.  Commander's  initial 
guidance  provided.  BCST  Reguirament:  Planning  for  Hasty  Defense  while 
Monitoring  continuing  Hasty  Attack.  Table  Duration:  60  minutes  real  time 
commencing  0900. 


_  ty  Improvirtg  the  Defense.  BCST R^uirtment:  Planning  Defense. 

TABLE  lb  Table  Duration:  30  minutes  real  time  commencing  1100. 

Direct  and  Plan 

Hasty  Defense  underway,  enemy  attack  succeeding.  FRAGO  at  1200 

3  change  of  mission  to  Delay  on  order.  Commander's  initial  guidance  provided. 
BCST  Requlrenwnt:  Planning  for  Delay  while  Executing  Hasty  Defense. 
Table  Duration:  30  minutes  real  time  commencing  1230. 


Monitor,  Plan  and  Direct 

FRAGO  at  1300.  Execute  Del^  effective  1400.  BCST  Requirement: 
TABLE  4  MonitorDefense,  Direct  Transition  from  Defense  to  Delay,  Plan  Delay. 
Table  Duration:  30  minutes  real  time  commencing  1400. 


NOTE:  Monitor,  Plan,  Direct  model  per  ARI  Leavenworth  (Draft  FM  1 01  -5)  used  FCX-Fire 
Support  Table  could  be  developed  from  Table  3,  an  Intel  Table  from  Table  2  above. 

Figure  3.1*1.  Development  of  BCST  Tables 


3.1-6 


App.  3.1 


t 


Table  2  jumps  ahead  to  1 100.  The  unit  is  in  hasty  defense;  command  and  staff  are 
focused  on  improving  the  defense.  The  Table  is  real  time  from  1100  to  1 130. 

Table  3  reflects  steady  deterioration  in  the  situation.  It  is  now  1230.  The  enemy 
attack  is  succeeding.  (Dependent  on  the  training  objeedves,  the  battalion  could  be  receiving 
the  enemy  main  or  suppordng  attack;  the  difficulty  of  the  Table  is  increased  if  tlie  battalion 
is  receiving  the  main  attack.)  In  any  event,  the  Brigade  issued  a  Frag  Order  at  1200 
directing  a  delay  on  order.  The  Table  is  real  tma  from  1230  to  1300.  As  in  Table  1,  the 
commander's  guidance  is  provided. 

Table  4  is  the  last  Table  from  this  one  day  of  battle.  It  is  now  1400.  At  1300, 
Brigade  directed  execution  of  the  delay  effective  14(X).  Now  the  battalion  must  continue  to 
monitor  execution  of  the  defense  while  directing  transition  to  the  delay  as  planning  for  the 
delay  continues. 

This  is  clearly  demanding  BCST-the  pacing  of  Airland  Battle  on  a  highly  mobile 
battlefield.  As  multiple,  simultaneous  missions  develop,  these  Tables  1  to  4  are  at  least 
"CTC  class"  difficulty.  The  Tables  were  selected  at  specific  times  to  emphasize  different 
training  opportunities.  If  it  were  desired  to  make  the  Tables  more  difficult,  the 
commander’s  initial  guidance  could  be  omitted  or  the  intensity  of  enemy  action  increased  or 
the  time  shortened  between  order  and  execution.  Alternatively,  times  could  be  stretched 
out,  enemy  reduced,  etc.,  to  ease  the  challenge,  while  still  emphasizing  the  need  to  be  able 
to  handle  multiple  simultaneous  missions. 

The  technology  of  TES  (virtual  simulation)  permits  great  flexibility  to  the  training 
developer.  The  simulation  knows  the  location  and  activity  of  every  object  on  the  battlefield 
(x,  y,  2,  t).  It  can  restart  repetitively  with  every  object  precisely  repositioned;  it  can 
Rewind;  and  it  can  Fast  Forward.  Given  this  capability,  there  arc  two  complementary 
alternatives  available  to  the  training  developer.  First,  he  or  she  can  design  the  overall  day  of 
battle.  That  is,  they  can  determine  the  precise  METT-T  for  the  highly  trained  unit  as  it 
fights  "a  way."  The  unit  is  "on  its  own"  once  the  battle  begins  but  the  training  developer 
can  interject  precise  and  replicable  changes  in  mission,  enemy  activity,  and  friendly  support 
as  the  battle  progresses.  When  the  day  is  over,  the  developer  has  the  complete  record  of 
virtually  all  activity  by  individual  staff  officer,  and  small  staff  team  in  both  battle  tasks  and 


organizational  processes.^  To  improve  the  data,  the  same  day  could  be  fought  several 
times  by  the  "a  way"  unit-similar  to  multiple  "takes"  in  producing  a  training  film.  In  any 
event,  after  some  number  of  repetitions,  the  training  developer  would  have  an  extensive 
"virtual  simulation  library"  of  a  day  of  batt’e. 

Now,  the  second  aspect  of  flexibility  to  the  developer.  In  the  Table  1  to  4  example 
above,  the  day  of  battle  started  sometime  before  0800  and  continued  until  at  least  1430. 
Four  sntq)shots  or  vignettes  were  selected:  Table  1  O90O-1OOO,  Table  2  1100-1130, 
Table  3  1230-1300,  and  Table  4  1400-1430.  One  lasted  60  minutes,  the  others 
30  minutes.  Optimum  frequency  and  duration  must  be  determined  by  TEA,  but  the 
methodology  permits  as  many  or  as  few  Tables  as  may  be  desired  to  be  captured  from  this 
one  "day  of  battle."^  Selection  here  would  seem  to  be  a  Proponent  responsibility. 

Now,  what  if  the  unit  preparing  for  a  CTC  rotation  wants  to  train  in  the  Plan, 
Prepare,  Execute  model  of  CTC  training?  In  Figure  3.1-2,  Tables  5  to  7  are  designed  to 
train  this.  They  focus  on  the  conduct  of  a  Battalion  TF  deliberate  defense.  Acknowledging 
the  time  required  for  defensive  preparations,  the  "day  of  battle"  is  actually  two  days  long 
from  0600  day  1  to  0600  day  3.  Table  5  stresses  staff  planning  for  the  deliberate  defense. 
The  Brigade  defense  order  was  received  at  0600,  the  Table  runs  real  time  from  0800  until 
1000  with  the  commander's  initial  guidance  provided.  NOTE:  This  is  done  to  focus  on 
staff,  not  commander,  actions.  This  sequence  could  be  varied.  The  Table  is  unusually 
long  to  permit  detailed  training/evaluation  of  Staff  Task  Proficiency  and  Battle  Staff 
Effectiveness  before  the  battle  tempo  picks  up. 

Table  6  shifts  the  emphasis  to  Preparation,  particularly  the  conduct  of  rehearsals. 
Therefore  the  snapshot  moves  forward  to  day  2  for  30  minutes  real  time-0900-0930. 

The  third  deliberate  defense  Table,  Number  7,  involves  the  execution  of  the 
defense.  Assuming  battle  handoff  occurred  at  1000,  the  Table  is  real  time  fiom  1030  to 
1 100.  NOTE:  This  Table  approximates  that  proposed  earlier  for  the  Proof  of  Principle. 


4  xhis  is  an  enonnous  data  collection  effort  discussed  uaer  alia  in  Chapter  2.  Considerable  development 
will  be  required  to  enable  this  for  "a  way*  and  for  'your  way'-perhaps  the  most  difTicult  because  it 
must  be  d^  in  minutes  (IS),  not  the  hours  available  to  the  training  developer  in  the  institution.  FOr 
now  assume  this  collection  is  doable. 

^  There  is  great  potential  training  support  in  this  one  day  of  battle  captured  in  virtual  simulation  to 
siqtpot  not  only  unit  collective  BCST  but  also  individual  and  small  team  training  in  both  unit  and 
institution. 
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SCENARIO  3:  Conduct  of  a  Battalion  Task  Force  Deliberate  Defense  through 
(  Planning,  Preparation,  and  Execution 


I 


I 


THE"FLOW”  OF  BATTLE 

Dayl  0800  1000  1400  1800  2200  0200  0600 

1000  1400  1800  2200  0200  0600 


6CJ  ay 
i 

Day  2 


TABLES  (Snapshots  of  Battle) 

Planning:  Analysis,  Integration  and  Order 
Day  1  Brigade  Defense  Order  received  at  0600,  Bn  Cmdr's  Initial  Guidance  at 
0800ECST  Requirement:  Command  and  Staff  Planning  for  Bn  Deliberate 
Defense.  Table  Duration:  120  minutes  real  time  commencing  0800. 
Training/Evaluation:  Staf  f  Performance  in  execution  of  Combined  Arms 
Battle  Tasks  to  Standard  in  Table  Snapshot  compared  to  same  Standards 
recorded  in  the  *A  Way*  to  identical  METT-T. 


Preparation:  Readiness  and  Supervision 

Day  2  Improving  the  Defense.  BCST  Requirement:  Conduct  ot  Preparation 
Tasks  including  Rehearsals.  Table  Duration;  30  minutes  real  time 
commencing  0900.  Training/Evaiuation:  Staff  Performance  in  execution  of 
Combined  Arms  Battle  Tasks  to  Standard  in  Table  Snapshot  compared  to 
same  Standards  recorded  in  the  *A  Way*  to  identical  METT-T. 


TABLE  5 


TABLE  6 


Execution:  Movement,  Maneuver  and  Objective 
Day  2  Deliberate  Defense.  BCST  Requirement  Conduct  of  Deliberate  Defense. 
Table  Duration:  30  minutes  real  time  commencing  1030.  (Battle  Handoff  1000). 
TABLE  7  Training/Evaluation:  Staff  Performance  in  execution  of  Combined  Arms  Battle 
Tasks  to  Standard  In  Table  Snapshot  corrpared  to  same  Standards  recorded  in 
the  *A  Way*  to  identical  METT-T. 


Figure  3.1*2.  Development  of  BCST  Tables 
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The  flexibility  offered  by  TES  (virtual  simulation)  is  more  pronounced  in  these 
Tables  than  it  was  in  Tables  1-4.  Despite  the  current  limitations  in  portraying  limited 
visibility  in  virtual  simulation,  there  are  at  least  twenty  or  so  hours  of  command  and  staff 
activity  available  for  selecdon  as  Tables.  Once  "a  way"  execution  has  been  documented,  the 
training  develq)er  has  great  flexibility.  The  issue  again  is  which  cues  are  required  in  order 
to  generate  die  MOP  and  MOE  desired  to  be  trained  by  the  Proponent? 

Hie  next  set  of  Tables  in  Figure  3.1-3  is  designed  to  fall  between  the  complexity  of 
die  first  two  sets  above.  This  scenario  involves  a  smooth  flow  firom  movement  to  contact 
to  hasty  attack  as  sequential  missions  but  the  flow  is  designed  such  that  the  unit  must 
Monitor,  Plan  and  Direct  simultaneously.  Now  the  "day  of  batde"  is  only  about  6  hours  in 
length.  In  Table  8,  the  battalion  is  executing  movement  to  contact  as  the  train  battalion  in  a 
brigade  column.  The  lead  battalion  makes  contact  and  at  1(XX),  battalion  receives  a  Frag 
Order  from  brigade  to  conduct  a  hasty  attack.  The  Table  starts  at  1030  and  runs  real  time 
for  60  minutes.  Commander's  guidance  is  provided.  The  staff  requirement  is  to  plan  the 
has^  attack  while  monitoring  the  continuing  movement  to  contact 

Table  9  is  the  execution  of  the  battalion  hasty  attack.  LD  time  is  1 1(X),  the  Table 
runs  real  time  fiom  1 100  to  1 130.  Table  10  is  much  more  complex.  The  enemy  situation 
changes,  battalion  receives  a  Frag  Order  from  brigade  to  continue  the  hasty  attack  but  to  a 
different,  more  distant,  objective.  Now  the  battalion  must  continue  to  execute  while  doing 
die  planning  for  the  change  of  mission  attack.  The  Frag  Order  is  received  at  12(X),  the  Table 
runs  real  time  from  1200  to  1230.  Now  the  commander  and  staff  together  are  involved  in 
the  compressed  planning  process. 

Table  1 1  is  the  same  as  Table  8  but  now  the  commander's  planning  guidance  is  not 
provided.  The  Table  starts  with  receipt  of  the  Frag  Order  from  brigade  and  runs  real  time 
for  30  minutes  from  1000  to  1030.  The  unit  is  placed  in  a  simultaneous  Monitor 
(movement  to  contact).  Plan  (hasty  attack)  and  Execute  (hasty  attack)  situation. 

The  range  of  training  possibilities  permitted  by  these  Tables  should  be  evident.  As 
Time  Available  is  varied,  planning  is  compressed  to  the  point  that  staff  drills,  in  fact  unit 
action  drills,  become  essential  Other  METT-T  factors  can  be  varied  with  equivalent  effects 
dependent  on  the  training  objectives  of  the  proponent  who  constructs  the  Tables. 
Remember,  however,  that  the  purpose  of  the  Tables  is  not  the  explicit  warfighting  action, 
challenging  as  it  may  be.  The  purpose  is  to  develop  the  cues  required  to  develop  the  MOP 
and  MOE  associated  with  Staff  Task  Proficiency  and  Battle  Staff  Effectiveness.  Creating 
proper  cues  is  the  purpose  of  the  Table. 
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SCENARIO  4:  Sequential  unit  missions  which  require  simultaneous 
Planning,  Monitoring,  and  Directing 


THE"FLOVr  OF  BATTLE-Fiuid  Offensive  Operations 


I 


\ 


I 


i 


Movement  To  Contact 


Hasty  Attack 


OeOO  0000  1000  IIOO  1200  1300  1400 


TABLE 


TABLE 


8 


TABLES  (Snapshots  of  Battle) 

ES3  ® 

11 


Plan  and  Monitor 

Executing  Bde  Mvmt  to  Contact  (Trail  Bn)  FRAGO  Hasty  Attack.  Cmdr  Initial 
Guidance  provided.  BCST  Requirement:  Planning  for  Hasty  Attack  while 
Monitoring  Movement  to  Contact.  Table  Duration:  60  minutes  real  time 
commenong  1030.  Training/Evaluation:  Unit  performance  in  designated 
Measures  of  Performance  in  Table  Snapshot  compared  to  same  MOP 
recorded  in  the  *A  Way"  to  identical  METT-T. 


Direct 

9  Conduct  Hasty  Attack.  BCCT  Requirement:  Executing  Attack.  Table 
Duration:  30  minutes  real  time  commencing  1100.  Training/Evaluation: 
Same  as  Table  8. 


TABLE 


Direct  and  Plan 

Hasty  Attack  under  way,  not  on  Obj.  FRAGO  at  1200:  Continue  Attack, 

^  ^  change  of  Objective.  BCST  Requirement:  Planning  for  new  Obj  while 
1  U  Executing  Hasty  Attack.  Table  Duration:  30  minutes  real  time  commencing 
1200.  Training/Evaluation:  Same  as  Table  8. 


TABLE 


11 


Monitor,  Plan  and  Direct 

Same  as  Table  8;  however,  SCST  starts  without  Commander's  Guidance. 
BCST  Requirement:  Planning  for  Hasty  Attack  while  Monitoring  Movement 
to  Contact.  Table  Duration:  30  minutes  real  time  commencing  1000. 
Training/Evaluation:  Same  as  Table  8. 


Figure  3.1-3.  Development  of  BCST  Tables 
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Thus  far,  discussion  Oi  Tables  has  been  directed  at  the  different  models  of  staff 
planning  which  can  be  be  trained  in  BCST.  There  is  even  greater  flexibility  if  Tables  are 
designed  to  stress  different  conditions.  In  Appendix  1.1,  we  presented  the  original  concept 
paper  for  BCST,  Enclosure  B,  Battle  Command/Staff  Tables.  That  introduces  the  concepts 
of  Basic  Coordination  Exercises,  Staff  Actions  Exercises,  and  Command/Sta^  Reaction 
Exercises.  Essentially,  the  Basic  Tables  train  and  evaluate  basic  staff  procedures  against  a 
minimum  enemy.  The  Staff  Actions  Tables  are  more  complex.  The  enemy  is  more 
competent  and  joint  collateral  operations  are  required.  The  third  and  most  challenging 
Tables  are  Command/Staff  Reaction  Tables  with  degraded  friendly  opposing  a  highly 
capable  enemy  in  joint  operations,  often  with  allies.  See  Enclosure  1,  App.  3.1,  for  a 
graphical  representation  of  these  three  sets  of  Tables.  Now  apply  that  hierarchy  to  the 
Tables  suggested  above. 

Table  1  returns  in  Figure  3.1-4  exactly  as  we  represented  it  above.  Now,  however, 
two  new  Tables  are  add'xl-lA  and  IB.  In  Tabic  lA  ME'iT-T  has  been  modiHed  to  make 
the  Table  more  difficult  There  is  much  more  enemy  and  less  time  for  staff  planning  prior 
to  execution  of  the  Hasty  Defense.  Execution  of  the  defense  would  require  orchestration  of 
Brigade  collateral  operations  such  as  JAAT  into  an  Engagement  Area.  Table  IB,  the 
Reaction  Table,  portrays  an  even  more  difficult  mission.  Still  more  enemy,  all 
unanticipated,  substantial  friendly  losses  inflicted  before  the  Table  is  initiated  and  less 
plarming  time  for  the  unit  Once  the  "a  way"  unit  is  engaged  in  fighting  the  Basic  I'ables,  it 
would  seem  both  desirable  and  feasible  to  create  Staff  Action  and  Reaction  Tables  as  "what 
ir  training  opportunitie.<  ^ 

Thus  far,  the  duration  of  the  Tables  has  been  considered  solely  from  the  training 
sense  in  the  context  of  the  warfighting  represented  in  the  Table  itself.  That  is,  about  how 
much  time  is  required  for  cues  to  develop  to  desired  MOP  and  MOE?  There  is  another 
equally  important  factor  for  the  Guard.  The  Tables  need  to  be  structured  such  that  they  can 
be  trained  in  the  average  unit  in  Unit  Training  Assemblies  (UTA)  of  four  hours  duration. 
At  Enclosure  are  several  variations  in  how  the  Tables  could  be  shaped  to  support  a 
MUTA  2  or  MUTA  3.  A  number  of  training  approaches  are  possible.  They  need  to  be 
evaluated  in  TEA.  Suffice  to  say,  the  majority  of  the  training  time  should  be  consumed  in 


^  There  would  sppear  to  be  valuable  opportunities  to  create  the  Staff  Action  and  Reaction  Tables  to 
sharpen  BCST  fot  hi^ly  ready  AC  contingency  units. 
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SCENARIO  2:  Multiple,  overlapping  unit  missions  which  require  simultaneous 
Planning,  Monitoring,  and  Directing.  METT>T  varied  to  increase 
the  difficulty  of  the  BCST  challenge. 


THE"FLOW"  OF  BATTLE-Increasing  Enemy 


ttihuing 

Hasty 

Attack 


osoo 


osoo 


1000 


Hasty 

Defense 

1100 


Delay 


1200 


1300 


1400 


A  Frag  ( 
Ahlatty 


Oaf 


AFragOrd 

fbalay 


1 


TABLES  (Snapshots  of  Battle) 


TABLE  1 

(Basle  Coordination) 


Hasty  Attack  underway,  increasing  resistance.  FRAGO  change  of  mission 
to  hasty  Defense  effective  at  1030  received  at  0900.  Commander's  initial 
guidance  provided.  BCST  Requirement:  Planning  for  Hasty  Defense  while 
Monitoring  continuing  Hasty  Attack.  Table  Duration:  60  minutes  real  time 
commencing  0900.  Training/Evaluation:  Unit  performance  in  designated 
Measures  of  Performance  in  Table  Snapshot  compared  to  same  MOP 
recorded  in  the  'A  Way*  to  identical  METT-T  (from  CTC?). 


TABLE  1A  Hasty  Attack  underway,  significant  increase  in  unariticipated  resistance. 

FRAGO  change  of  mission  to  Hasty  Deferee  effective  at  1000  received 
#  (Staff  Action)  at  0900.  BCST  Requirement:  Planning  for  Hasty  Defense  while 

Monitoring  continuing  unsuccessful  Hasty  Attack.  Table  duration  60 
minutes  real  time  commencing  0900.  Training/Evaluation:  Unit 
performance  in  designated  Measures  of  Podormance  collected  by 
Datalogger  and  Manual  Data  Collection. 


TABLE  IB 

(Reaction) 


Hasty  Attack  under  way.  significant  increase  in  unanticipated  resistance, 
heavy  friendly  losses.  FRAGO  change  of  mission  to  Hasty  Defense  effective 
at  0930  received  at  0900.  BCST  Requirement:  Planning  and  Directing 
Hasty  Defense  while  Monitoring  (Extricating)  Hasty  Attack.  Table  Duration 
30  minutes  real  time  commencing  0900.  Training/Evatuation:  As  above  1  A. 


Figure  3.1-4.  Development  of  BCST  Tables 
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the  pritnaiy  training  experience,  the  AAR,  not  in  the  execution  of  the  Table.  In  addition, 
the  training  time  should  be  organized  such  that  the  unit  has  an  opportunity  to  refight  the 
Table  after  the  AAR.  And  the  unit  has  to  be  introduced  to  the  warfight  so  it  does  not 
flounder  when  the  "war"  starts. 

There  is  a  wide  range  of  Table  combinations  possible  for  IDT  training,  ranging  in 
duration  from  2  to  5  MUTA.  The  training  development  challenge  is  to  validate,  then 
recommend,  various  combinations  of  Table  training  packages  amenable  to  Guard  time 
constraints  and  responsive  to  chain  of  command  mission  requirements;  the  training  level  of 
the  unit  staff-individually  and  as  small  teams-and  available  training  support.  The  overall 
package  should  consist  of  Table  introduction~a  context  established  so  that  the  unit  staff  in 
training  "your  way"  rapidly  fills  the  shoes  of  the  "a  way"  unit  at  the  instant  when  the  real 
time  warfight  starts.  This  is  discussed  in  Appendix  3.3,  Setting  the  Context  Then  the 
Table  must  be  quickly  followed  by  the  AAR  as  the  primary  training  evenL  The  AAR  was 
discussed  in  Chapter  2.  Between  setting  the  context  (pre-Table)  and  the  AaR  (post-Table) 
there  are  opportunities  for  many  types  of  Table  training  exercises.'^  See  Table  Execution: 
Three  Alternatives  MUTA  2  or  3,  Enclosure  2,  App.  3.1. 

i 

Recall  that  the  basic  purpose  of  the  Table  as  a  part  of  BCST^  is  to  cause  the 
necessary  cues  to  facilitate  training  in  Staff  Task  Proficiency  and  Battle  St^  Effectiveness. 
The  battalion  echelon  horizontal  Tables  1  to  1 1  described  above  are  to^  unit  exercises 
designed  to  train  both  Staff  Task  Proficiency  and  Battle  Staff  Effectiveness  tasks  and 
organizational  processes.  To  the  new  battalion  staff-new  commander,  S3;  SI  after  Annual 
Training  for  example-some  of  the  tables  would  be  overwhelmingly  full-up  even  if  all  have 

I 

reviewed  the  '  a  way"  Table  in  detail  before  the  MUTA.  That  unit  needs  command  tactical 
training  for  the  commander  (TCDC  or  equivalent),  individual  staff  offleer  training  for  the 
S3  and  SI,  probably  small  team  training  for  the  S2,  S3,  FSO,  and  SI,  S4  teams  and  then 
organizational  processes  training  for  the  entire  staff  team.  "A  way"  execution  of  any  of  the 
13  Tables  suggested  above  should  be  available,  cut  up  into  "bite  size"  Modules  addressing 
these  individual,  small  team,  and  full  staff  organizational  processes  training  requirements. 
These  Modules  were  discussed  in  Appendix  2.S.  See  Enclosure  2,  App.  2.5.  Those 
modules  as  well  as  the  full  Table  training  support  material  should  be  available  for  the  unit 
staff  in  training. 


^  By  definition,  the  Table  is  distinguished  from  an  STX  by  the  "frozen"  METT-T  at  the  moment  of 
initialization  of  the  virtual  simulation  for  the  Table.  Vilien  the  unit  masters  the  "batics"  in  the  Table, 
it  proceeds  to  the  mcne  fiee-flowing  Situational  Training  Exercise  (STX)  prescribed  in  FM  25-101. 

3.1-14 


App.  3.1 


One  hundred  battalions  will  have  one  hundred  unique  training  situations  which  need 
to  be  addressed  if  the  6CST  is  to  be  responsive  to  the  various  chains  of  command-not  a 
problem  if  all  decide  that  Tables  X  or  Y  or  Z  are  the  proper  scenarios  and  the  proponent 
prepares  not  only  "a  way”  warfights  of  the  entire  Table  but  also  the  "bite-size"  Modules 
(mini-exercises?)  that  focus  on  individual  and  small  team  staff  task  proficiency  and  Battle 
Staflf  Effectiveness  to  the  METT-T  of  the  unit  horizontal  Table.  Then  the  unit  chain  of 
command  can  determine  precisely  what  portion  of  Table  X  or  Y  or  Z  they  will  train  on  a 
given  MUTA.  Hopefully,  there  will  usually  be  a  full  up  battalion  Table  wedged  between 
the  pre-Table  context  and  the  post-Table  AAR  discussed  above.^  The  unit  will  have 
conducted  the  individual  and  small  team  pretraining  on  a  distributed  basis  before  the 
MUTA. 

Thus  far,  all  of  the  Table  training  scenarios  discussed  have  been  horizontal.  What 
about  vertical  scenarios  which  could  train  the  Battlefield  Operating  Systems  vertically?  The 
process  appears  to  be  the  same  at  least  for  Staii  Task  Proficie.ncy.  The  vertical  task  lists 
prepared  by  the  various  proponents  have  been  validated  as  part  of  the  requirements 
validation  process  to  support  systems  acquisition.  Individual  staff  tasks  are  modified  to 
stress  vertical  coordination  within  the  BOS.  Small  team  tasks  now  become  vertically  rather 
than  horizontally  based.  The  team  for  fire  support  is  the  Company  FIST,  the  Battalion  Fire 
Support  Coordinator,  and  the  Brigade  Fire  Support  Coordinator,  as  well  as  representatives 
of  other  forms  of  support  such  as  Gose  Air  Support  or  Naval  Gunfire. 

Development  work  does  not  appear  to  have  been  done  on  organizational  processes 
applied  vertically  but  intuition  would  say  that  there  should  not  be  major  differences  from 
horizontal  processes.  NOTE:  Planning  clocks  run  at  separate  rates,  however,  as  discussed 
above.  Compression  or  acceleration  capability  will  need  to  be  built  into  the  TES.  This 
hypothesis  needs  to  be  confirmed.  For  initial  development  work,  the  logic  thit  produced 
horizontal  BCST  Tables  appears  transferable  to  vertical  Tables.^  Further,  they  can  be 
grouped  as  Ckxmdination  (Basic),  Tactical  Action  (Joint),  and  Reaction  (Allies)  Tables.  See 
Enclosure  3,  App.  3.1,  "Vertical"  Tables. 

*  It  would  seem  highly  desirable  to  have  TSD,  State  Academies,  or  RF  Schools  conduct  the  individual 
stafi'  and  small  team  modules  for  new  personnel  before  the  MUTA  when  the  full  Table  is  scheduled. 
All  of  the  training  support  material  would  be  based  on  ”a  way"  execution  of  the  full-up  Table  so  all 
pretraining  would  be  focused  on  the  METT-T  of  the  Table  selected~and  would  be  to  common  task, 
condition,  and  standard.  We  will  return  D  this  issue  in  Ch^ter  5. 

^  This  all  needs  to  be  developed  further.  Intuition  may  be  wrong.  For  example,  as  pointed  out  by 
Mike  Malone,  power  (to  influence  processes)  varies  dramatically  as  one  ascends  the  chain  of  command. 
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The  next  challenge  is  to  modify  the  Tables  to  respond  to  the  cue  and  MOP/MOE 
requirements  of  the  various  BOS.  This  has  been  done  for  Fire  Support.  The  rationale, 
tasks,  and  general  methodology  seem  valid.  See  Enclosure  4,  App.  3.1,  Tactical  Tables- 
Fire  Support 

Hie  final  conceptual  check  is  to  convert  the  general  rationale  of  horizontal  Tables  to 
Vertical.  This  has  been  done  as  proposed  above  with  Tables  5  and  7  in  Figure  3.1-S 
below. 

Horizontal  Table  5  focused  on  Planning  the  deliberate  defense.  That  Table  is 
ctxiverted  to  a  vertical  Hre  Support  Table  at  the  coordination  level  of  complexity  by  adding 
the  detailed  Ere  support  planning  from  the  Company  FIST  up  to  Division  Artillery. 

Horizontal  Table  7  executed  the  defense  for  30  minutes,  starting  30  minutes  after 
Battle  Handoff  from  the  Covering  Force.  Tbe  proposed  coordination  Table  vertical  Fire 
Support  executes  the  various  fire  plans  for  that  Bn  TF  from  Company  FIST  to  Division 
Artillery  FSE. 

Conceptually,  the  logic  appears  transferable.  For  additional  discussion,  see 
App.  1.2,  Verdca!  BCST-Fire  Support  General  Principles.  This  should  be  confirmed  by 
TEA,  preferably  building  on  the  insdtutionalized  Fire  Coordination  Exercise.  The  Table 
training  scenarios  proposed  appear  satisfactory  for  both  horizontal  and  vertical  BCST. 

The  challenge  now  is  to  design  and  execute  a  confirming  Proof  of  Principle. 


Methodology:  Tighrs  Battalion  Task  Force  Deliberate  Defense  through  Planning, 

Preparation,  and  Execution  to  create  "a  way**  then  expand  unit-oriented 
(Bn)  horizontal  tables  (5&7)  to  vertical  tables  to  train  the  BOS  (Fire 
Support  in  example) 


Dayl  0600 


Day  2  0600 


THE"FLOVr  OF  BATTLE 
1400  1800  2200 


1000 

B  a 


0200  0600 


0200  0600 


TABLE  5 


Snapshots  of  Battle  Proposed  as  Bn  and  FS  Tables 

Planning:  Analysis,  Integration,  and  Order 
Day  1  Brigade  Defense  Order  received  at  0600,  Bn  Cmdr's  Initial  Guidance  at 
0800.  BCST  Requirement:  Command  and  Staff  Planning  for  Bn  Deliberate 
Defense.  Table  Duration:  120  minutes  real  time  commencing  0800. 
Training/Evaluaiion:  Staff  Performance  in  execution  of  Combined  Arms 
Battle  Tasks  to  Standard  in  Table  Snapshot  compared  to  same  Tasks 
recorded  in  'A  Way*  to  identical  ME1T-T. 


COORDINATION 

TABLE 

RRE  SUPPORT 
PLANNING 


Extend  Proposed  Table  5  to  plan  the  Fire  Support  including  Mortar,  Reid 
Artillery.  Copperhead.  DPICM,  FASCAM  and  Attack  Helicopters.  Planning 
from  Co  FIST  to  DIVARTY  FSE.  Training/Evaluation:  Staff  Performance 
in  execution  of  Combined  Arms  Battle  Tasks  to  Standard  in  Table  Snapshot 
compared  to  same  Tasks  recorded  in  “A  Way*  to  identical  METT-T. 


TABLE  7 


Execution:  Movement,  Maneuver,  and  Objective 

Day  2  Deliberate  Defense.  BCST  Requirement:  Conduct  of  Deliberate 
Defense.  Table  Duration;  30  minutes  real  time  commencing  1030.  (Battle 
HandofflOOO)  Training/Evaluation:  Staff  Performance  in  execution  of 
Combined  Arms  Battle  Tasks  to  Standard  in  Table  Snapshot  compared  to 
same  Tasks  recorded  in  *A  Way*  to  identical  METT-T. 


COORDINATION 

TABLE 

FIRE  SUPPORT 
EXECUTION 


Extend  Proposed  Table  7  to  execute  the  Rre  Support  from  Co  FIST  to 
DIVARTY  FSE  Training/Evaluation:  Rre  Support  *Battle  Team* 
performance  in  execution  of  Rre  Support  Tasks  to  Standard  in  Table 
Snapshot  compared  to  same  Tasks  recorded  in  *A  Way*  to 
ident'eal  METr-T. 


Figure  3.1-5.  Creating  BCST  Tables  (Horizontal  and  Vertical) 
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Enclosure  1,  Appendix  3.1 
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Basie  Coordinstlon  Tables 

Review  coordination  of  basic 
Staff  Procedures  vertical  by  BOS 
and  horizontal  by  echelon-BrvBde 
Fail  staff-all  BOS  supported, 
no  degrade  to  capability 
Minimum  GPFOR  (SAFOR)to 
stimulate  cmd/staff  action 
Crawl,  waik,  run  to  standard-more 
difficult  conditions 


X 


Da.i§_ 

IS^TinUS 

ThsM  tables  an  designed  to  develop  mission  mady 
betlla  staffs-Cmd  Op  and  TOC  by  requiring 
demonstrated  prafidancy  to  standard  in  increasingly 
complex  operations.  drew  on  the  SIMNET/CCTT 
tachnologias  which  permit  vartabie  resolution  In  ttie 
representation  of  the  BOS.  Plan  View  Display,  SAPOR, 
Stealth  T ranspottar  and  Data  Logger  are  ell  Integrated 
to  provide  timely  AAR  feedback  to  Comma.'vd  and  Staff 
in  agreed  MOE  to  predatermineri  METT-T  by  BOS. 
Future  davelopmants  may  permit  use  of  constructive 
simulatian  such  as  JANUS  or  BBS. 


Staff  Actions  Tables 

Train  coordination  of  priority 
combined  amis  collateral 
operations 

Full  unit-all  BOS  manned, 
no  degrade  to  capability 
Competent,  aggressive  OPFOR 
•fighting  to  win" 

Stress  all  BOS,  embedded  AAR 


Opportunity  to  fight  your  Contingency  mission 
on  tnt  tan^n  focused  by  echelon  a  by  BOS 
Through  aaamless  simulation  and  variabla 
gianulailty,  fight  wHh  your  force  actually 'on 
the  ground*-marty  objactsftanks, trucks, 
emiaers,alc.).  Al  must  reoeive  timely  oommandf 
•tiff  cTrectoa  fust  as  in  battle. 

Samlautomatad  Forces  (SAPOR)  permit  major 
units  to  be  fought  with  minimum  personnel. 

Key  baUe  decisions  at  subordinate  echelons  are 
humaa  Dlstraauted  simulation  Is  supportive  of 
dittributadRC  units  wooaStlan  aSies. 
Tachnoiogy  davaiopmants  should  permit  hybrid 
simulation  whare  a  CFX  could  be  conducted  with 
some  fighting  from  actual  vehicles  while  others 
light  tom  simulators  and  others  are  in  e  CPX 
or  classroom  anvironmant 
Tablet  can  be  disaggregated  into  Modules 
addressing  tpedffc  individual  staff  offioer  or 
•mal  staff  tsam  tasks 


Command/Staff  Reaction 
Tables 

Intense, demanding  tactical 
situations  requiring  quick, 
innov'ative  responses 
Degraded  mode  by  BOS-key 
personnel  casualties,  logistic 
shortages, 

OPFOR  (SAFOR)  advantage, 
challenging  missions. 

Stress  joint  and  combined 
coordination  under  challenging 
conditions 


3.M8 


App.  3.1 


App.  3.1 


Enclotur*  3,  Appondix  3.1 


Fir*  Sp( 
Irttol 
CSS  tic. 


Coordination  Tables 
•Review  common 
understanding  of  basic  vertical 
BOS  responsibilities - 
smallest  BOS  unit  to  EAC 
•Full  BOS-aB  eqpt  manned, 
no  degrade  to  capability 
•Minimum  OPFOR  sufficient  to 
stimulate  BOS  action 
•Sequenced  stressing  of  BOS 
at  each  echelon 


\ 


ifsroiposiiio) 

fWSAW) 

8TE?  1 Co  6  (Bn  (DOoirtsron*}]!]) 

Tank  Hea^n^mpany  Team 
J  Coordinatiorni^^  Company  Team 
K  Company  Team  Actions 
L  Company  Team  Reaaion  Exercises 
Battalion  Force(2  Tank, 2  Mech) 

M  CoordinaTit^^thin  Bn  1 F 
N  Battalion  TF  T^c^^  Actions 
O  Battalion  TF  Readim  Exercises 


Tactical  Actions  Tables  (BOS) 
•Train  priority  collateral 
operations  •  JTF  orientation 
•Ful  BOS-all  eqpt  manned, 
no  degrade  to  capability 
•Compelent,  aggressive  OPFOR 
fighting  to  win* 

•Simultaneous  stressing  of  SOS 
at  each  echelon 


EJCsnrsNQ 

TANX  COaOXAT  TASLSS: 
OMWMvy  TcoKlociI 
Gunnery  Tables  1*12 
Tactical  Tables  A-l 

Indhrtdual  Tank 
A  Individual  Crew  Member  tasks 
BCrew  OrBIs 

C  Crew  Reaction  Exercises 
Tank  Section 

0  Coordirtalion  Between  Crews 
E  Section  Drils 
F  Section  Reaction  Exercises 

Tank  Platoon 

Q  Coordination  Within  Platoon 
H  Platoon  OiiBs 
I  Platoon  Reaction  Exercises 


8irSP  S:  AD(D  ISOS  (VatMlss)]) 

Coordination  Tables  (BY  BOS) 
Tactical  Actions  Tables  (By  BOS) 
Reactton  Tables  (BY  BOS) 

Note:  Tables  aie  prepared  tor 
each  of  the  seven  BOS  at  each 
of  the  three  levels  of  complexity 


AWiSV 

JOtMT 

ALUia 


V 


Reaction  Tables  (BOS) 
•lntense,demand:ng  tactical 
situations  requiring  timely  BOS 
emptoymeni  in  muRi-BOS 
collateral  operations 
•Degraded  mode-key  personnel 
casuaRies,  logistic  shortages, 
OPFOR  advantage  in  BOS 
•Stress  both  Joint  and  combined 
operations  wRh  regional  allies 
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Tactical  Taoles  -  Fire  Support 


Coordination  Tables 


•  Plan  Fire  Support  of 
a  Bn  TF  deliberate  defense 
(Proposed  Bn  Table  5)  Fire  Support 
available  includes  Mortar  and 
Field  Artillery  HE. 

•As  above,  Fire  Support  expanded 
to  include  CLGP  (Copperhead), 
DPICM,  FASCAM  and  Attack 
Helicopters.  Plan  counter^ 
preparation ;  Arty  Bde  GSR. 
•Execute  FS  Plan  above(Proposed 
Bn  Table  7)  shift  FS  priorities  at 
Bde  or  Div  during  defense 


IXUSTOATIVE  EXAMPLES  OF  TASKS 
ACTUAL  TABLES  a»«THUCTED  BV 
PfOKJAEW  FFWM  ARTEP-MTP 
DRAWINQ  ON  HOREONTAL  TABLES  ^ 
ASAPPROPRIATE 


Reaction  Tables 


•Situation  above,  now  Plan,  Prepare  and 
Execute  Fire  Support  of  the  Ally  by  an  Arty 
Bde  with  priority  for  CAS,  JAAT  and  NGF. 
•Execute  proposed  Bn  Table  3  at  reduced 
CSR,  at  70%  Strength  of  personnel  and 
equipmem  and  with  OPFOR  at  2  tot 
superiority  in  Fire  Si^iport  units. 


•TabiM  axscutsd  *aawl,walk,run*  to 
Increasingly  complex  tasks  and  challenging 
conditions. 

•60S  *team*  provided  normal  command/staff 
support  unless  indicated  otherwise. 
•*Au«Dmatsd*oollation  of  AAR  Into  tor  desired 
MOE  tor  each  BOS  at  each  echelon.  Other  BOS 
Manned,  SAPOR  or  IFOR  per  training  required. 
•0/C  or  OE  requirements  flexible  to  command 
modifications  required  by  unit  distribution. 
•Predetermined  METT-T  to  ensure  specific 
MOE/MOP  for  training/evaluation  in  the  AAR. 


Tactical  ActionsTables 


•Direct  and  Plan  Rre  Support  for  Bn  TF 
Hasty  Defense  then  Delay.  (Proposed 
Bn  Table  3)  Fire  Support  includes  Div 
counterfire  employing  Field 
Artillery  (MLRS)  and  NGF,  immediate 
JAAT  of  Regimental  size  EA  and  JSEAD 
for  immediate  CAS 

•Plan,  Monitor  and  Direct  Fire  Support 
Bn  TF  Hasty  Attack  then  Hasty  Defense 
(Proposed  Bn  Table  1  A).  Hasty  Attack 
includes  a  preparation, neutralization 
and  obscuration  fires. 

•As  above,  integrate  nonlethal  •  EW 


•Tabiss  inefuds  Firs  Support  Planning  and  Rra 
Support  Exacution  tasks  as  dsfinsd  in  USFAS 
*Rsd  Book*.  Tasks  si^  focussd  at  Bn,  Bda  artd  Div 
achalona 

•In  aach  of  thasa  lituattons,  multiachaton  Fira 
Support  command  and  staff  parsonnal  ara 
assamblad  from  Company  FIST  to  Corps 
Artifltry  to  snsurs  toai  vsrticai  *l8aming* 
within  Ihs  Firs  Support  BOS  of  tha  oontingancy 
tores  packaga  oocurt. 
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APPENDIX  3.2 

TABLES  FOR  THE  PROOF  OF  PRINCIPLE 

In  Appendix  3.1,  a  range  of  Tables  and  Modules  was  suggested,  supportive  of 
Staff  Task  Proficiency  and  Battle  Staff  Effectiveness.  As  was  pointed  out,  most  of  the 
ccmcept  seems  intuitively  correct  in  that  it  is  based  on  general  extensions  of  current  practice 
in  the  Army  Training  System,  Yet  there  arc  aspects  of  immersion,  compression  of  training, 
and  distributed  quality  control  using  emergent  technologies  which  are  new  and  untested. 
Vertical  BCST  is  in  itself  an  evolving  concept  as  Airland  Battle  doctrine  matures  and  new 
challenges  for  the  application  of  land  power  develop.  Therefore,  frequent  Proofs  of 
Principle  will  be  essential  as  BCST  evolves  and  matures.  The  purpose  of  this  Appendix  is 
to  suggest  the  composition  and  design  of  the  initial  POPs. 

It  seems  clear  that  POPs  need  to  assess  the  efficiency  and  effectiveness  of  both 
vertical  and  horizontal  Tables  designed  for  the  training  of  full  battle  staffs  and  the  various 
Modules  (subsets  of  Tables)  developed  for  more  focused  training  of  individuals  or  small 
teams  (see  Figure  3.2-1).  First,  to  select  Tables.  In  Chapter  2,  Battalion  TF,  Defend, 
Execute  drawing  on  the  Combined  Arms  Tasks  developed  by  ARI  Monterey  was  selected 
as  the  horizontal  Table.  Appendix  1.2,  Vertical  BCST-Fire  Support,  proposed  that  the 
irutial  vertical  BOS  Table  be  Fire  Support  Excellent  vertical  task  analysis  has  been  done 
by  Ft  Sill  and  there  is  a  Fire  Coordination  Exercise  already  in  the  Army  exercise  inventory 
prescribed  by  FM  101-25.  Therefore,  for  the  POP  of  vertical  Tables,  expansion  of 
Ft  Knox  TC  71-5  is  selected.  Selection  of  one  horizontal  mission  and  one  vertical  BOS  is 
indicated  in  Figure  3.2-1.  There  are  several  particular  challenges  associated  with  these 
Table  POP.  Needless  to  say  there  is  a  myriad  of  other  aspects  of  the  training  program 
which  need  to  be  evaluated,  but  these  should  be  answered  quickly.  The  POP  must  validate: 

•  That  in  each  case  the  Table  does  in  fact  cue  the  MOP  and  MOE  required  by  the 
training  developer.  The  ”A  Way"  Table  prepared  by  the  Proponent  is  central  to 
this  BCST  concept.  Is  the  "A  Way"  Table  sufficient  to  train  both  Staff  Task 
Proficiency  and  Battle  Staff  Effectiveness  as  defined  in  Chapter  2? 

•  Does  the  training  support  distributed  with  the  "A  Way"  Table  lead  the  unit  in 
training  to  successful  unit  performance  during  their  execution  of  the  Tablc-the 
"Your  Way"  Table? 

3.2-3 


9 


App.  3.2 


TABLES 


TABLES  and  Modules 


Modules  are  portions  of  Tables  extracted  for  purposes  of  Individualized 
Staff  Task  Proficiency  and  Battie  Staff  Effectiveness  Training  pre*  or 
post*  fulkip  Table  training  In  unit  missions. 


Figure  3.2*1.  Proofs  of  Principle  *  BCST 
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•  Docs  the  proposed  training  program  develop  the  expected  effectiveness  and 
efficiency  of  time  compression  and  immersion  in  TES  (virtual  or  constructive 
simulation)  in  the  distributed  Guard  units? 

The  second  major  POP  area  is  evaluation  of  the  Modules,  As  is  apparent  in 
Figure  1,  there  are  a  number  of  modules  mandated  by  the  requirement  to  develop  Staff 
Task  Proficiency.  The  most  obvious  arc  indicated.  Practice  will  develop  others, 
particularly  as  vertical  Tables  are  developed  and  new  vertical  small  staff  teams  appear.^  As 
discussed  in  Qiapter  2,  the  S4  and  the  S2,  S3,  FSO  small  staff  teams  seem  to  provide  the 
best  prototypes  for  early  development  for  POP  purposes.  There  arc  several  essential 
questions  which  need  to  be  answered  here  too. 

•  Does  the  resolution  (detail  of  data  collection)  of  the  base  horizontal  and  vertical 
Table  permit  ready  constitution  of  the  Modules— for  both  Staff  Task 
Proficiency  and  Battle  Staff  Effectiveness  Training? 

•  Do  the  "A  Way"  modules  train  to  the  necessary  MOE  and  MOP  established  by 
the  base  Table  scenario? 

•  Can  successful  execution  of  several  modules  (Defense,  Attack)  provide 
sufficient  individual  and  small  staff  team  basic  task  proficiency? 

In  other  words,  the  content  of  the  Modules  is  entirely  dependent  on  the  content  of  the  base 
horizontal  or  vertical  Table.  How  many  of  these  mission-oriented  Modules  arc  necessary 
to  train  to  basic  acceptable  proficiency  levels?  Hopefully,  six  Modules  (or  combinations 
thereof)  will  suffice  for  horizontal  training:  Defend-Plan,  Prepare,  Execute  and  Attack- 
Plan,  Prepare,  Execute.  These  Modules  would  then  be  "cut  and  pasted"  into  MUTA 
training  packages  for  Guard  use.  Vertical  training  at  least  at  Battalion  and  Brigade  echelcms 
should  be  supported  from  the  same  sbe  Tables.^ 

That  is  what  needs  to  be  done.  .  w,  to  prioritize  the  various  POP  as  has  been 
proposed  above.  The  first  Table  should  U-  Bn  'IF  Defend  ikxecution.  That  addresses  the 
primary  training  need  of  the  Guard.  If  Bn  horizontal  BCST  is  not  "doable"  to  standard  at 

-  1 

1  If  the  number  of  modules,  and  work  effort,  appear  prohibitive,  recall  that  the  methodology  described  is 

equally  valid  as  the  cote  of  professional  training  in  warfighting  for  institutional  training  both  resident 
arid  dikributed  non-resident-ail  tied  by  reference  to  standard  unit  Tables.  Training  support  for  Tables 
may  be  usable  for  advanced-technology  individual  and  collective  trailing  in  institution  and  unit  across 
the  Total  Fmce.  This  potential  is  discussed  further  in  Chapter  6.  1 

2  This  congruence  appears  highly  unlikely  for  vertical  training  at]  Division  and  Corps  echelons. 
Challenges  and  opportunities  for  each  BOS  are  far  broader  at  these  higher  echelons.  Battle  Command 
Training  Program  (BCTP)  executed  in  constructive  simulation  may  provide  the  necessary  training 
support  at  those  echelons.  The  MOP  and  MOE  could  then  be  translated  to  virtual  simulation  for 
qtplication  at  Battalion  and  Brigade,  Regiment,  Group  echelons. 


3.2-5 


I 


App.  3.2 


satisfactory*  resource  cost,  it  is  doubtful  that  the  ancillary'  products  will  be  either.  The  next 
priority  should  be  to  the  Module  S2,  S3,  FSO  small  staff  team  because  their  coordination 
responsibilities  go  to  the  hean  of  synchronization  in  Airland  Battle.  Improved  training 
there  could  contribute  immediately  to  improved  force  effectiveness.  In  addition,  that  staff 
team  is  central  to  execution  of  Fire  Suppoit,  the  vertical  BOS  selected  for  POP.  Hopefully, 
there  will  be  overlap,  which  will  reduce  costs. 

Hre  Support  appears  to  be  the  best  documented  BOS.  Therefore  the  Table  should 
be  relatively  simple  to  construct-drawing  on  the  Hre  Coordination  Exercise-and  Lessons 
Learned  could  be  available  for  timely  application  to  other  BOS.  That  leaves  the  S4  module 
for  la.sL  Hopefully,  experience  in  the  three  preceding  POP  will  provide  insights  how  to 
best  handle  an  area  (logistics)  where  the  cycle  of  action  is  different.  A  full  "day  of  battle" 
may  be  required  to  generate  combat  service  support  MOP/MOE  recoverable  in  30  to 
60  minutes  of  the  maneuver-fire  support  fight.  So  the  proposed  priority  for  development 
of  the  four  initial  products  is: 

1 .  Table:  Battalion  TF,  Defend,  Execute. 

2.  Module:  S2,  S3,  FSO  small  staff  team  tactical/technical  competence. 

3.  Table:  Rre  Support:  Co/Bn/Bde  echelons 

4.  Module:  S4  individual  tactical/technical  competence 

Next,  a  general  plan  needs  to  be  laid  out  to  develop  each  of  the  Tables  and 
Modules.  The  following  is  suggested  as  several  thoughts  on  "how  to"  (NOTE: 
Appropriate  DARPA,  NGB,  TRADOC,  FORSCOM,  ARI  coordination  assumed):^ 

1.  DEVELOP  THE  TABLE  BATTALION  TF,  DEFEND,  EXECUTE 

a.  Initial  gene  *31  MOP/MOE  are  suggested  in  App.  2.3.  Review,  collate  to 
develop  a  general  checklist  of  what  cues  must  be  present  in  the  objective  Table. 
For  now,  do  not  get  into  individual  staff  position  MOP  and  MOE.  Focus  is 
overall  unit  performance. 

b.  The  NTC  data  bare  currently  maintained  at  ARI  Monterey  (Combat  Operations 
Research  Facility)  has  sufficient  detail  to  provide  a  "first  cut"  at  METT-T  and 
unit  designation  of  a  Bn  TF  that  has  accomplished  BN  TF,  Deliberate  Defense, 

^  Foft  Knox  is  now  doing  excellent  work  with  FORSCOM  and  the  NTC  to  capture  "teal  time”  tactical 
unit  ”a  way*  execution  of  attack  and  defend  mission  execution  at  the  NTC.  This  is  extremely  vseful. 
It  may  not,  however,  provide  suHicient  cues  across  BCST  tasks  to  be  trained  for  use  in  a  BCST  Proof 
of  Principle  without  considerable  augmentation.  The  methodology  described  here  is  appropriate  if  the 
Table/Module  has  to  be  built  ’horn  scratcli.” 
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Execution  at  the  NTC  well  hopefully  within  the  past  year.  Cross  checking 
against  the  MOP/MOE  checklist  developed  above,  select  a  specific  operation 
and  associated  unit  which  can  be  used  as  the  tentadvs  actual  model  of  "a  way" 
execution  for  development  purposes.  Analyze  mission  execution  by  that  actual 
unit  for  METT-T  usable  in  the  Table  to  be  developed.  Select  the  METT-T  for 
the  objective  Table.  Draw  on  the  expertise  and  counsel  of  the  chain  of 
command  of  the  "a  way"  actual  unit  throughout  the  remainder  of  the 
develqjment.  They  should  be  a  "red  team." 

c.  Analyze  the  METT-T  for  the  objective  Table  from  the  perspective  of  feasibility 
of  execution  on  the  NTC  data  base  at  the  Combined  Arms  Tactical  Training 
Center  at  Ft  Knox.  What  can  be  represented,  what  c-  nnot  be?  If  it  cannot  be, 
is  there  a  manual  or  prototype  technology  "work  around"?  When,  at  what 
cost?  Returning  to  the  MOP  and  MOE  in  a.  above,  how  many  of  the  MOP  and 
MOE  can  be  collected  given  the  current  Data  Logger,  UPAS,  etc.?  Where  are 
there  manual  or  visual  (TV)  or  audio  (net  taping)  data  collection  "work¬ 
arounds"? 

d.  Develop  a  detailed  production  schedule  (time,  resources  required)  to  execute 
the  "a  way"  mission.  Think  of  this  as  producing  a  Training  Film  with  total 
documentation-all  orders  written  and  oral,  all  tactical  nets  recorded,  all  staff 
officers'  activities  recorded,  all  AARs  recorded.  Exhaustive  documentation! 

c.  Produce  "a  way"  Bn  TF  Defense  Execution  in  virtual  simulation  at  CATTC 
using  the  commander  and  staff  of  the  actual  "a  way"  unit  which  is  being 
modeled,  or  another  TOE  unit  or  using  personnel  at  Ft.  Knox.  First  iteration 
should  probably  be  "ftce  flow"— unit  and  individual  execution  as  they  recall  at 
the  NTC.  Second  iteration  should  be  with  proponent  direction  to  "fill  in  the 
gaps"  of  MOP  and  MOE  which  were  not  done  or  not  captured  in  the  first 
iteration.  At  this  stage,  SME  flx>m  USAARMS  Command  and  Staff  should 
probably  review  "a  way"  from  the  perspective  of  instructing,  Bn/Bde  staff  in 
OAC  What  would  they  want  to  have  included  in  "a  way"  if  they  were  to  use 
the  product  as  the  primary  training  support  for  resident  instruction?  Capture 
this  documentation  on  the  second  iteration.  Plan  a  third  iteration  for 
"Murphy." 

f.  Select  one  or  more  Round  Out/Round  Up  Tank  or  Mechanized  Infantry  Bns  as 
the  developmental  "your  way"  units.  Fit  the  BCST  to  their  unit  training 
situation  and  FY93/94  training  program.  Develop  their  requirements  for  pre- 
train  and  setting  the  context  training  support  material  as  well  as  for  Table 
execution. 

g.  Repeat  the  analysis  in  c.  above  for  SIMNET  Ft.  Stewart,  Camp  McCain,  and 
M  SIMNET.  The  requirement  for  "your  way"  execution  should  be  much  less 
complex  that  that  at  Knox.  Knox  had  to  create  the  "training  film"  or  "a  way"  in 
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extraordinary  detail  to  support  a  number  of  potential  training  requirements. 
"Your  way"  focuses  in  on  just  what  is  required  to  meet  the  BCST  requirements 
of  that  local  chain  of  command. 

h.  Battalion  A:  Develop  the  training  support  material  required  for  execution  of 
the  Taole  at  CATTC.  Train  the  OCs,  OEs  and  other  training  support 
personnel.  Execute  pretrain  at  the  local  Armories,  "your  way"  at  CATTC. 
Conduct  extensive  After  Action  Reviews  of  all  procedural  and  substantive 
aspects  of  "your  way"  execution.  Apply  as  appropriate  to  Battalion  B 
execution,  which  should  occur  several  months  after  Battalion  A. 

Battalion  B:  Develop  the  training  support  material  required  for  execution  of 
the  pretrain  and  Table  at  distributed  Armories  using  SIMNET-Stewart, 
McCain,  or  Mobile  SIMNET.  Train  the  OCs,  OEs  and  other  training  support 
personnel.  Execute  pretrain  and  "your  way"  at  SIMNET-Stewart  or  McCain  or 
on  M  SIMNET. 

2.  DEVELOP  THE  MODULE;  S2,  S3,  FSO  SMALL  STAFF  TEAM 
TACTICAL/TECHNICAL  COMPETENCE 

a.  Initial  MOP/MOE  are  suggested  in  App.  2.3.  In  coordination  with  Ft.  Knox 
and  Ft.  Sill,  review,  collate  to  develop  a  general  checklist  of  what  small  staff 
team  task  cues  must  be  present  in  the  objective  Module.  Do  the  same  for  the 
organizational  processes  of  Battle  Staff  Effectiveness  to  determine  what  probes 
may  be  required. 

b.  Review  the  Fire  Support  BOS  data  base  at  the  NTC  data  base  currently 
maintained  at  ARI  Monterey  (Combat  Operations  Research  Facility).  Analyze 
fire  support  mission  execution  by  the  Bn  TF  Defend  "a  way"  actual  unit  for  fire 
support  METT-T,  which  could  be  usable  in  the  Module  to  be  developed.  Note 
timt  detailed  MOP  and  MOE  and  data  backup  will  be  required  for  fire  support  at 
both  company  and  brigade  in  order  to  develop  a  useful  picture  of 
synchronization.  These  data  will  also  be  required  for  the  vertical  Table;  Fire 
Support  Draw  on  the  expertise  and  counsel  of  the  FSO,  the  S2,  and  the  S3  of 
the  "a  way"  actual  unit  throughout  the  remainder  of  the  development.  They 
should  be  a  "red  team"  for  S2,  S3,  FSO  small  staff  team  development.  It  may 
be  useful  to  include  an  actual  FIST  Chief  as  well  as  someone  from  the  FSE  at 
Brigade  in  the  Red  Team  for  "a  way"  development 

c.  Analyze  the  fire  support,  S3,  and  S2  data  available-all  media-from  "a  way" 
execution  of  the  Defend  Table  prepared  above  against  the  MOP/MOE 
requirements.  If  there  are  gaps,  develop  manual  work-arounds. 

d.  Develop  a  detailed  production  schedule  (time,  resources  required)  to  assemble 
die  Module,  drawing  on  the  documentation  of  the  existing  Bn  TF  Defend  Table 
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supplemented  by  synchronization  data  available  from  Company  and  Brigade. 
Remember,  you  are  creating  in  virtual  simulation  an  interactive  "training  film" 
of  examples  of  "a  way"  S2,  S3,  and  FSO  synchronization  in  the  Defense. 

e.  Produce  "a  way"  S2,  S3,  FSO  small  staff  team  training  Module  in  virtual 
simulation  at  CATTC. 

f.  Select  one  <x  more  Round  Out/Round  Up  Tank  or  Mechanized  Infantry  Bns  as 
the  developmental  "your  way"  units.  Fit  the  S2,  S3,  FSO  Module  to  their  unit 
training  situation  and  FY93/94  training  program.  Develop  their  requirements 
for  small  staff  team  pretrain  and  setting  the  context  training  support  material  as 
well  as  for  Module  execution. 

g.  Repeat  the  analysis  in  c.  above.  Ensure  "your  way"  execution  of  the  Module 
including  work-arounds  is  "doable"  at  SIMNET  Ft  Stewart,  Camp  McCain, 
andMSIMNET. 

h.  Battalion  A:  Develop  the  training  supoort  material  required  for  execution  of 
the  Module  at  CATTC.  Train  the  OCs,  OEs  and  other  training  support 
personnel.  Execute  pretrain  as  requested  at  the  local  Armories-'hopefully 
using  the  "a  way"  material  already  prepared  as  training  support  Conduct 
"your  way"  small  staff  training,  both  Staff  Task  Proficiency,  and  Battle  Staff 
Effectiveness,  at  CATTC.  Conduct  extensive  After  Action  Reviews  of  all 
procedural  and  substantive  aspects  of  "your  way"  execution  of  the  Module. 
Apply  as  appropriate  to  Battalion  B  execution,  which  should  occur  several 
months  after  Battalion  A. 

Battalion  B:  Develop  the  training  support  material  required  for  execution  of 
the  pretrain  and  Table  at  disnibuted  Armories  using  SIMNET-Stewart, 
McCain,  or  Mobile  SIMNET.  Tra  n  the  OCs,  OEs  and  other  training  support 
personnel  required.  Execute  pretrain  and  "your  way"  at  SIMNET-Stewart  or 
McCain  or  on  M  SIMNET. 

3.  DEVELOP  THE  TABLE;  FIRE  SUPPORT;  CO/BN/BDE  ECHELONS 

a.  Initial  general  MOP/MOE  are  suggested  in  App.  1.2,  Vertical  BCST-Fire 
Support  Review  ARTEP/MTP  Fire  Support  Tasks  at  Company,  Battalion, 
and  Brigade,  and  ASAFAS  "Red  Book"  tasks  for  AFATADS,  collate  to 
develq)  a  general  checklist  of  what  cues  must  be  present  in  the  objective  Table. 
Compare  with  those  included  in  USAARMC  FC  71-5;  develop  a  consolidated 
list.  This  and  all  subsequent  development  should  be  accomplished  in 
coordination  with  USAFAS,  Ft  Sill. 

b.  Keying  to  the  actual  "a  way"  Battalion  TF  selected  for  Bn  TF  Table  Defend, 
review  Company,  Battalion,  and  Brigade  Fire  Support  data  from  that  actual 
NTC  mission  execution.  This  multimedia,  which  is  currently  maintained  at 
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ARI  Monterey  (Combat  Operations  Research  Facility),  should  have  sufficient 
detail  to  provide  a  "first  cut"  of  METT-T  and  mission  execution  for  Fire 
Support  during  the  Defense  at  Company,  Battalion,  and  Brigade/  Cross 
checking  against  the  MOP/MOE  checklist  developed  above,  analyze  actual 
mission  execution  by  that  actual  unit  Select  the  METT-T  for  the  objective 
Table.  Draw  on  the  expertise  and  counsel  of  the  chain  of  command  of  the  "a 
way"  actual  fire  support  units  throughout  the  remainder  of  the  development 
They  should  be  a  "red  team." 

c.  Analyze  the  METT-T  for  the  objective  Fire  Support  Table  from  the  perspective 
of  feasibility  of  execution  at  Company,  Battalion,  and  Brigade  echelons  on  the 
NTC  data  base  at  the  Combined  Arms  Tactical  Training  Center  at  Ft  Knox. 
What  can  be  represented,  what  cannot  be?  If  it  cannot  be,  is  there  a  manual  or 
prototype  technology  "woric-around"?  When,  at  what  cost?  Returning  to  the 
MOP  and  MOE  in  a.  above,  how  many  of  the  MOP  and  MOE  can  be  collected 
given  the  current  Data  Logger,  UPAS,  etc.?  Where  are  there  manual  or  visual 
(TV)  or  audio  (net  taping)  data  collection  "work-arounds"? 

d.  Develop  a  detailed  production  schedule  (time,  resources  required)  to  create  the 
"a  way"  Fire  Support  of  the  Bn  TF  Defend  at  Company,  Battalion,  and 
Brigade/DS  Arty  Bn.  Think  of  this  as  producing  a  Training  Film  with  total 
documentation-all  orders  written  and  ora),  all  tactical  nets  recorded,  all  staff 
officers'  activities  recorded,  all  AARs  recorded.  Exhaustive  documentation! 

e.  Produce  "a  way"  Fire  Support  Table  of  Company,  Battalion,  and  Brigade 
echelon  fire  support  of  Bn  TF  Defense  Execution  in  vinual  simulation  at 
CATTC,  using  the  commander  and  staff  of  the  actual  "a  way"  fire  support 
chain  that  is  being  modeled,  or  using  fire  support  personnel  at  Ft.  Knox.  First 
iteration  should  probably  be  "fiee  flow"— fire  support  of  the  unit  with  fire 
suppot  execution  as  they  recall  acmally  occurred  at  the  NTC.  Second  iteration 
should  be  with  proponent  direction  to  "fill  in  the  gaps"  of  MOP  and  MOE 
which  were  not  done  or  not  captured  in  the  first  iteration.  At  this  stage,  SME 
from  USAMAS  should  probably  review  "a  way"  from  the  perspective  of 
instructing  Fire  Support  in  OAC.  Wlmt  would  they  want  to  have  included  in  "a 
way"  if  thc^  were  to  use  the  product  as  the  primary  training  support  for 
resident  instruction?  Capture  this  documentation  on  the  second  iteration.  Plan 
a  third  iteration  for  "Murphy."  NOTE:  The  concept  here  is  to  piggyback  data 

For  example  "standard”  nlission  graphics  maintained  on  file  include  Artillery  Mission  Log.  Artillery 
Prep,  Artillery  Mission  sutnmary  sheet.  Decision  Support  Matrix,  Execution  Mauix,  Firing  Intensity 
fttrfile,  and  Fire  Support  Plan.  As  of  03/92  no  specific  Fire  Support  data  displays  were  on  file.  There 
appears,  however,  to  be  sufficient  data  to  support  a  POP.  This  will  have  to  ^  confirmed  after  the 
Bn  TF  Defend  unit  is  selected.  ARI  POM  Combat  Operations  Research  Facility,  "Demonstration  of 
nototype  Capabilities,"  Chart  Graphics  Database,  March  1992. 
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collection  for  the  "a  way"  Fire  Support  Table  on  data  collection  under  way  for 
the  "a  way"  Battalion  TF  Defend  Table  realizing  that  the  Fire  Support  Table  is 
concerned  with  Company  and  Brigade  and  with  Plan,  Prepare,  and  Execute, 
not  just  the  Execute  focus  of  the  Battalion  horizontal  Table.  If  piggybacking  is 
not  feasible,  role  players  may  have  to  be  provided  to  represent  the  maneuver 
units. 

f.  Select  one  or  more  Round  Out/Round  Up  Battalions  as  the  developmental 
"your  way"  unit.  Fit  the  Vertical  Fire  Support  BCST  to  their  unit  training 
situation  and  FY93/94  training  program.  Develop  their  requirements  for  pre¬ 
train  and  setting  the  context  training  support  material  as  well  as  for  Table 
execution. 

g.  Repeat  the  analysis  in  c.  above  for  SIMNET  Ft  Stewart,  Camp  McCain  and 
M  SIMNET.  The  requirement  for  "your  way"  execution  should  be  much  less 
complex  than  that  at  Knox.  Knox  had  to  create  the  "training  film"  or  "a  way" 
in  extraordinary  detail  to  support  a  number  of  potential  training  requirements. 
"Your  way"  focuses  in  on  just  what  is  required  to  meet  the  vertical  Fire 
Support  BCST  requirements  of  that  local  chain  of  command. 

h.  Battalion  A:  Develop  the  training  support  material  required  for  execution  of 
the  Fire  Support  Table  at  CATTC.  Train  the  OCs,  OEs  and  other  training 
support  personnel.  Execute  pretrain  at  the  local  Armories,  "your  way"  at 
CATTC.  Conduct  extensive  After  Action  Reviews  of  all  procedural  and 
substantive  aspects  of  "your  way"  execution.  Apply  as  appropriate  to  Battalion 
B  execution,  which  should  occur  several  nionths  after  Battalion  A. 

Battalion  B:  Develop  the  training  support  material  required  for  execution  of 
the  pretrain  and  Fire  Support  Table  at  distributed  Armories  using  SIMNET- 
Stewart,  McCain,  or  Mobile  SIMNET.  Train  the  OCs,  OEs,  and  other  training 
support  personnel.  Execute  pretrain  and  "your  way"  at  SIMNET-Stewart  or 
McCain  or  on  M  SIMNET. 

4.  DEVELOP  MODULE;  S4  INDIVIDUAL  TACTICAL/TECHNICAL 
COMPETENCE 

a.  Irutial  MOP/MOE  are  suggested  in  App.  2.3.  In  coordination  with  Ft.  Knox 
and  Ft  Lee,  review,  collate  to  develop  a  general  checklist  of  what  individual 
sta^  officer  (S4)  task  cues  must  be  present  in  the  objective  Module.  Do  the 
same  for  the  organizational  processes  of  Battle  Staff  Effectiveness  to  determine 
what  probes  may  be  required. 

b.  Review  the  Combat  Service  Support  BOS  data  in  the  NTC  data  base  currently 
maintained  at  ARI  Monterey  (Combat  Operations  Research  Facility).  Analyze 
CSS  mission  execution  by  the  Bn  TF  Defend  "a  way"  actual  unit  for  CSS 
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METT-T,  which  could  be  usable  in  the  Module  to  be  developed.  Note  that 
detailed  MOP  and  MOE  and  data  backup  will  be  required  for  CSS  at  both 
Combat  and  Field  Trains  as  well  as  UMCP  and  perhaps  the  Forward  Support 
Battalion  in  order  to  develop  a  useful  picture  of  logistic  support  These  data 
should  be  helpful  for  subsequent  development  of  CSS  vertical  BCST  Tables 
whether  executed  in  virtual  or  constructive  simulation.  Draw  on  the  expertise 
and  counsel  of  the  S4,  the  XO,  and  the  BMO  of  the  "a  way"  actual  unit 
duoughout  the  remainder  of  the  development  They  should  be  a  "red  team"  for 
S4  individual  staff  officer  development 

c.  Analyze  the  logistics  data  available-all  media-£rom  "a  way"  execution  of  the 
Defend  Table  prepared  above  against  the  MOP/MOE  requirements.  If  there  are 
gaps,  develop  manual  work-arounds  for  execution  at  CATTC. 

d.  Develop  a  detailed  production  schedule  (dme,  resources  required)  to  assemble 
the  Module  drawing  on  the  documentation  of  logistic  support  of  the  existing 
Bn  TF  Defend  Table.  Remember,  you  are  creating  in  vinual  simulation  an 
interactive  "training  film"  of  examples  of  "a  way"  S4  staff  action  in  the 
Defense. 

e.  Produce  "a  way"  S4  individual  staff  officer  training  Module  in  virtual 
simulation  at  CATTC.  NOTE:  This  may  be  better  accomplished  in 
constructive  simulation.  A  TEA  will  required  comparing  virtual  simulation 
(SIMNET)  and  constructive  simulation  (BBS)  in  support  of  this  training. 

f.  Select  one  or  more  Round  Out/Round  Up  Tank  or  Mechanized  Infantry  Bns  as 
the  developmental  "your  way"  units.  Fit  the  S4  Module  to  their  unit  training 
situation  and  FY93/94  trairting  program.  Develop  their  requiren-’  j  for  S4 
pretrain  and  setting  the  context  training  support  materia!  as  well  us  ;oi'  Module 
execution.  NOTE:  Intensive  training  such  as  this  may  be  neither  feasible  ror 
desirable  for  the  Battalion  to  conduct  More  likely  Brigade  or  Division  is  the 
best  locale.  There  can  be  sufficient  S4s  trained  simultaneously  to  '  ify  the 
training  support  cost 

g.  Repeat  the  analysis  in  c.  above.  Ensure  "your  way"  execution  of  the  Module 
including  work-^-ounds  is  "doable"  at  SIMNET  Ft.  Stewart,  Camp  McCain 
and  M  SIMNET  for  the  training  of  single  34s  or,  more  likely,  several  in 
consolidated  S4  training. 

h.  Execution  of  "your  way"  to  be  determined  based  on  degree  of  centralization  of 
individual  staff  officer  training  desired  by  the  Guard. 
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The  ability  to  replicate  complex  nnall  unit  combat  sltuadona  with  absolute  accuracy 
in  placing  objects  in  time  and  space  on  a  visual  virtual  battlefield  for  multiple  "reruns" 
creates  the  training  power  of  advanced  simulation  for  Battle  Command  Staff  Training.  The 
i&dividual  (S4),  a  small  team  (S3,  S2,  FSO).  and  the  entire  battle  staff  all  can  be  immersed 
in  an  intense  battle  sihiation  which  unfolds  before  them  in  real  time;  in  "Fast  Fcrward,"  to 
challenging  decision  points  later  in  the  battle;  or  after  "Rewind,"  to  revisit  a  pocr  decision 
or  incomplete  coordination  :o  do  it  again.  That  is  the  good  news  for  training-the 
opportunity  to  "step  into  "  a  challenging  ongoing  "kill  or  be  killed"  fight  in  circumstances 
carefully  crafted  to  stimulate  rapid  learning.  The  bad  news  is  that  it  is  like  trying  to  step 
from  a  stationary  platform  onu  a  train  passing  $i  50  mph-not  just  you  but  you  and  a  team 
accompanying  you.  The  design  of  the  Tables  and  derivative  Modules  themselves 
presuppoMs  selection  of  seve*al  critical  30-  to  60-minute  "snapshots"  during  an  ongoing 
"day  of  battle."  To  continue  the  train  analogy,  each  of  these  Table*  or  Modules  is  a 
speeding  train.  Slow  the  train  and  you  lose  much  o(  the  trainirg  benefit.  How  to  accelcraie 
raf^y-individually,  the  small  staff  team  and  the  entire  battle  staff-so  they  can  enter  the 
tram  prepared  lo  be  effective  passengers,  in  fact,  conductors? 

So,  a  significant  challenge  in  implemenution  of  this  training  com  ept  is  placing  the 
Individual,  snull  staff  team,  or  battle  staff  into  the  situation  effectively  and  efficiently  so 
that  each  commander  and  staff  officer  knows  what  has  preceded  the  moment  when  the 
bottle  action  begins,  ihlut  was  the  OPORD  and  how  has  it  been  modified  by  FRAGO? 
What  was  the  Commander's  intent?  What  have  been  the  enemy  actions?  Where  are  all  of 
dm  subordinate  units?  What  is  their  sutus?  What  is  happening  at  Brigade  and  on  the 
flanks?  Establishing  context  requires  suge  setting  for  each  of  the  tuff  members  in  his  or 
her  responsibilities  both  individually,  and  as  a  member  of  a  team  synchronizing  within  the 
unit  staff  nd  across  BOS. 

There  are  at  least  two  challenges  here~general  orientation  of  all  partkipanu  and 
then  precise  update  for  the  individual  or  small  staff  rams  to  a  MOP  or  MOE  level  of  detail. 
The  general  sunarur>  should  be  analogous  to  the  short  battle  summary  used  to  establish 


context  for  the  AAR  at  the  NTC.  That  is.  a  brief  statement  of  mission,  intended  plan,  then 
lumtnary  of  events  BOS  by  BOS  from  the  stan  of  mission  execution,  "the  day  of  battle," 
until  the  instant  of  initialization  of  the  Table.  The  precise  update  by  staff  position  will  be 
the  mote  difficult  of  the  two-but  with  the  highest  potential  for  additional  training 
applications  to  amortize  die  considerable  effort.  The  challenge  is  to  compress  into  IS  to 
20  minutes  a  thumbnail  sketch  of  the  actions  and  orders  of  that  s  .uf  officer  or  staff  team 
iSrom  the  start  of  the  planning  phase  to  the  instant  of  initialization  of  the  Table. 

In  all  cases,  we  are  describing  "a  way*  execution-basically  drawing  on  the 
excdicnct  of  the  individual  stuff  officers  and  small  staff  teams  of  the  "a  way"  unit  to  orient 
their  "alter  egos"  in  the  "your  way"  unit  as  they  prepare  to  "fight"  the  Table.  This  should 
be  an  extremely  productive  period  of  not  just  orieniation  (context  building)  but  also  positive 
training.  About  to  "enter  the  maelstrom,"  "a  way"  to  do  the  job  is  presented  as  a  primcr--a 
"lifesaver"  to  some.  Attention  will  be  high;  solid  training  should  iccur.*  NOTE*  Asa 
general  principle,  BCST  should  be  designed  for  the  Guard  such  that  there  is  vinuaily  no 
time  lost  to  administration.  All  actions  are  productive  training.  For  example,  a*  you  learn 
context  for  the  Table  to  emne,  you  are  being  trained  in  executic.i  of  the  various  tasks  to 
ittndard  by  the  "a  way"  unit. 

The  training  development  objective  is  to  set  the  context  in  20  to  30  minutes 
immcsdiatcly  preceding  fighting  the  slice  of  batde  rrfre.trnted  by  the  Table.  More  time  may 
be  required  for  the  first  Table  of  the  MUTA  when  the  ger-ral  METT-T,  which  will  govern 
all  of  the  Tables  of  tli^w  MUTA,  is  introduced.^ 


I  Recall  tlMM  all  of  Utis  BCST  concept  inrolvet  both  *a  way*  and  ’your  way*  execution  of  tacticaJ 
openaiora.  *A  way*  exeettuoa  of  the  entire  operation  is  (kxumcni^  in  greia  detail.  Thus  *a  way* 
■ctkm  prior  to  the  instvu  of  inttialiration  are  available  for  seuing  context,  then  *a  way*  execution  of 
die  Ttbic  t*  available  for  revKw  before  or  tf'c,'  *your  way*  cxecutioR.  *A  way*  AAR  U  ttmilariy 
avaiiaiae  for  re^  xew  before,  during  or  after  the  *yoia  way*  AAR.  All  ot  thu  detailed  'a  way*  material 
ii  available  lo  be  'cut  and  pasKd*  tnio  mCividual  staff  officer  and  mall  nalT  leani  Moduiet. 

^  Tbts  aananea  dial  die  IDT  aainir  ^  .nod  wilt  consul  of  aeveral  Tables  or  Mothiles  all  grounded  in  one 

oafolag  ’day  of  batde  *  Once  the  staff  has  entered  die  virtual  baitkhcld  and  ’fought*  on  the  letratn 
trtauady  or  dwot^  the  abstraction  of  the  map  symbol,  there  can  oe  quick  adjustment  to  other 
■apihnti  as  iung  as  f1ETT-T  remamt  tubsuntially  unchanged.  S«e  Figure  2.  Appendix  1.1. 
DevdopmesM  of  BCST  Tables  Scenww  3:  Conduct  at  a  Battalion  Task  Force  Deliberate  Defense. 
After  immffiion  in  TaNe  S,  context  should  he  set  rapiJiy  for  execution  cf  Tablet  6  and  7  of  Scenario  3 
during  dm  same  hfinTA.  And  repetitive  return  to  that  scenario  m  subseyent  Module  training  for 
UKlividiiaU  or  aauB  staff  teams  wiQ  incituve  tigninca;  iy  the  producuvay  of  BCST.  The  ’stage*  will 
have  been  aet,  dw  mdividuals  should  be  able  to  quickly  k  'us  on  the  tudT  training  objecuvea.  The 
levcrae  shmdd  app^y.  After  individual  or  small  naff  team  prctiatn  in  Moduiet  taxed  on  Table  S. 
context  wiO  be  much  casia  to  cstaMish  for  cxecuuoo  of  Table  3.  Everybody  has  already  *beeii  there* 
ht  viratal  atmulatson. 
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The  following  capabilities  should  be  available  to  set  the  context  for  execution  of  a 
Table  at  Battalion  echelon.  These  are  suggestions  for  data  collection  from  "a  way" 
execution  as  the  Table  is  being  prepared.  Once  this  has  been  collected,  the  greater 
challenge  will  be  to  assemble  the  information  into  the  15  -20  minute  training  packages 
necessary  to  set  the  context  for  each  staff  position  and  small  staff  team.  NOTE:  This  is  not 
an  exclusive  list  It  is  a  start  to  stimulate  imagination  as  to  how  to  use  new  technologies  to 
in^xove  significantly  commander  and  staff  training. 

•  The  Brigade  and  Battalion  OPORD  for  "a  way"  including  overlays  overprinted 
on  map  representations  of  the  digitized  terrain  data  base  being  used.  If  the 
Table  is  directed  at  the  battalion  staff  Planning  process-per  ARI  POM-Cas 
opposed  to  the  phases  of  Preparation  or  Execution),  only  the  Brigade  order  and 
battalion  planning  up  to  the  point  of  initialization  will  oe  provided.  For 
example,  if  the  focus  is  on  staff  coordination  in  the  planning  process,  the 
oommanden'  guidance  could  be  provided  gratis  as  part  of  setting  the  context 

•  Intelligence  Preparation  of  the  Battleneld  (IPB)  and  other  annexes  to  the 
Brigade  Orda  available  to  the  Baiialion  Commander  and  staff  as  well  as  oral  or 
wdtten  copies  of  the  various  Brigade  and  Battalion  nets  up  to  the  instant  of 
initialization.  NOTE:  Whether  individual  sequential  or  multiple  simultaneous 
missions,  suff  planning  does  not  occur  in  isolation.  BOS-oriented 
coordination  and  updates  flow  on  the  various  functional  communications  nets 
(Intel,  Fire  Support,  Admin/Logistics).  These  "flows"  should  be  available  to 
the  battalion  staff  in  training  up  to  the  moment  of  initialization.  After 
initialization,  content  will  vary  depe<ident  upon  the  actions  of  the  "your  way” 
staff  in  training.  For  AAR  purposes,  the  entire  flow  on  all  nets  will  be 
available  for  direct  comparison  of  "a  way"  with  batulion  staff  actions  after 
initialization  "your  way." 

•  Four  dimensional  (x,  y,  z,  t)  represenutio  of  the  various  matrices  developed 
by  the  "a  way”  unit-what  was  planned  anc  what  actually  occurred.  In  other 
words,  a  comparative  represer.ution  in  virtual  simulation  of  what  was  planned 
contrasted  to  what  actually  happened  in  all  relevant  matrices  of  the  tactical 
decision  process  for  "a  way"  execution.  For  example,  for  training  purposes, 
create  the  "a  way"  Fire  Suppoit  or  Synchronization  Matrix-intended  compared 
to  actu.’'  with  commentary  explaining  the  differences.^  Although  the  entire 
natrix  should  b^  available,  only  that  portion  up  l  the  moment  of  initiation 
should  be  provided  to  the  "your  way”  unit  to  develop  context.  The  remainder 


*  This  k  a  ««y  cMllen<ti4 'tsvelofNactiul  icquiRiMM.  While  k  would  tw  useful  lo  be  able  lo  prepwe 
of  "your  way*  cxecutioB  for  AAK  purpoaes.  for  aow  the  requiiemeM  nust  be  limned  to  *a  way* 
osarotkai- ■P.iUBd.iecoHted. and  packaged^ tew,  aoiieal  time.  ID lupponifae ’your  way*  AAR. 
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could  be  used  in  the  AAR  or  for  "cut  and  paste"  to  support  staff  officer  or  staff 
team  training. 

•  FRAGO  and  various  standard  rcpons  on  all  nets  from  the  start  of  the  "day  of 
battle"  up  to  the  instant  of  initialization. 

Immersion-assisting  new  training  support  enabled  by  new  and  emerging 
technologies  should  be  used  whenever  possible  in  creating  the  contextual  material.  This 
should  include  but  not  be  limited  to: 

•  Plan  View  Display:  Dispositions  at  the  instant  of  inidalizadon  as  well  as  dme- 
compressed  snapshots  of  significant  acdons  by  subordinate  unit  and  by  BOS 
on  the  battlefield  for  the  period  from  the  start  of  the  "day  of  batUe"  to  the 
moment  of  inidalizadon.  Enemy  disposidons  could  be  shown  in  their  entirety 
or  as  edited  to  refiect  only  that  which  the  friendly  forces  have  acquired  up  to 
die  instant  of  inidalizadon  for  the  particular  Table. 

•  Stealth:  Views  from  the  AFV  of  the  Commander,  S3  and  Company 
CtHiunanders  of  "a  way"  up  to  the  moment  of  inidalizadon.  NOTE:  It  may 
facilitate  setting  context  as  well  as  AAR  if  Stealth  views  are  provided  of 
important  locations  such  as  Named  Areas  of  Interest  (NAI),  and  Decision 
Points  (DP)  arranged  as  arrayed  in  the  "a  way”  Execution  Matrix.  Any 
traiit  .g-effectivc  combination  of  doctrinal  array  or  "a  way"  replay  up  to  the 
instant  of  initialization  could  be  portrayed.  After  execution  by  the  unit  in 
training,  those  actions  could  also  be  available  for  AAR  comparison  purposes. 

In  addition,  other  material  from  the  AAR  of  the  "a  way"  Battalion  TF  could  be  made 
available  as  it  would  assist  in  setting  context  It  seems  more  likely,  however,  that  this 
inforaiation  may  be  most  useful  more  for  the  pretrain  of  the  chain  of  command,  the  CX^,  or 
the  C^s  preparing  to  condua  the  training  rather  than  the  unit  staff  as  it  executes  BCST. 
Another  area  for  TEA. 

•  Television  coverage  of  important  interpersonal  communications  such  as: 

-  "the  "a  way"  commander  and  key  personnel  receiving  the  brigade  order, 

-  the  conduct  of  the  brigade  rehearsal  with  attention  focused  on  the  "a  way" 
Battalion  and  BOS  support  of  that  Battalion, 

-  the  "a  way"  Battalion  Orders  Group  receiving  the  order  and  subsequent 
lehearsal 

-  quick  discussions  of  options  and  problems  at  the  TOC  map  board. 

It  should  be  evident  from  above  that  a  formidable  challenge  in  creating  context  is 
being  met  with  really  new  technology  applications.  To  return  to  the  train  a.ialogy,  rather 
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than  catching  up  by  leaping  from  platform  to  passing  train,  the  individual  staff  officer  and 
staff  team  will  be  integrated  or  "beamed  up"  into  the  ongoing  Battalion  "fight"  through  a 
series  of  highly  structured  4D  training  experiences  in  virtual  reality  which  immerse  the 
participant  in  the  fight  right  to  the  moment  of  inidadon.  The  technology  challenge  is  to 
enable  4D  roudnely.  The  training  challenge  is  to  stocture  the  experience  such  that  it  can  be 
done  in  20  to  30  minutes  as  an  individual  and  collecdve  experience. 

Conceptually,  establishment  of  verdcal  context  should  be  done  in  the  same  manner. 
Immerse  the  verdcal  staff  team  in  the  flow  of  the  BOS  throughout  the  "day  of  batde."^  The 
challenge  is  to  recreate  in  4D  the  interacdons  within  the  BOS  to  the  instant  of  inidadon  of 
the  Table.  For  example,  if  the  Table  is  Fire  Support  and  the  training  audience  is  at  Brigade. 
Battalion,  and  Company,  the  challenge  is  to  make  the  Fire  Support  Plans  at  each  echelon 
"live"  interacdvely  in  virtual  reality.  The  Systems  Approach  to  Training-  he  rigor  of  task 
analysis-defines  in  sufficient  detail  what  must  happen.  That  is  the  rigor  of  AFATADS. 
Distributed  virtual  simuladon  creates  the  seamless  batdefleld.  Both  must  be  matched  to 
recreate  the  "a  way"  Fire  Support  in  4D.  Then  verdcal  context  can  be  established  as  is 
horizontal.  The  staff  officers  and  staff  teams  are  immersed  in  observing  4D  planning, 
preparadon,  and  execudon  of  Hre  support  "a  way"  up  to  the  moment  of  Table  inidadon. 
Then  it  is  their  fire  support  as  they  direct  fire  support  for  "your  way"  accomplishment  of 
die  tasks  to  MOP  and  MOE  established  by  the  Table. 

This  flow  of  increasing  immersion  in  4D  representadon  in  virtual  simuladon  should 
set  context  rapidly.  In  so  doing,  it  may  provide  even  more.  This  kind  of  experiendal 
learning  stimulated  by  immersion  may  train  and  educate  understanding  of  the  interacdons  of 
time  and  spwce  applicable  for  the  Total  Force.  Detailed  4D  documentation  of  "a  way"  in 
virtual  simuladon  promises  to  be  powerful  training  support 

The  prc^lems  of  setting  the  context  are  considerable.  Documenudon  of  "a  way"  in 
the  level  of  detail  required  will  be  a  complex  task.  Then  there  must  be  a  great  deal  of 
trrining  development  to  structure  the  4D  individual  and  small  group  training.  For  example, 
a  "living"  4D  Synchronization  Matrix  will  generate  new  operational  and  training  uisigha 
and  requircmena  at  each  echelon.  But  when  the  documentation  is  done,  even  if  narrowed 


*  hit  vary  difficah  to  predict  how  long  a  period  of  lime  will  have  to  be  included  in  order  to  leflectafl  of 

dto  lOS  hnerection^decirioni  lo  the  moment  of  initimion.  The  higher  the  echelon  reprcarnted,  the 
langerdK  period  which  miut  be  represented  to  portny  the  full  planning  md  BOS  allocation  cycles.  Of 
eonrie,  all  of  the  piamiiy  time  does  not  have  to  be  used  by  manned  staffs.  Some  planning  can  be 
wpmatJMrid  in  Scmi-automaied  or  Intelligent  forces.  Much  more  work  is  required  in  ibis  area. 
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to  solely  basic  defend  and  attack  missions,  there  will  be  sufficient  material  to  ■  /  olub  >nize 
staff  training-both  resident  and  nonresident.  Running  and  rerunning  a  pardcu  .  imbat 
action  "a  way"  or  "your  way"  in  TES  (virtual  or  constructive)  will  be  simple. 
return  to  the  same  scenario  supports  rapid  common  contcxt--and  saves  precious  u*..  i  ^c. 
Addition  of  Staff  Action  or  Reaction  "What  ifs"  encourages  local  innovation.  Ar..<  jy 
virtue  of  distributed  simulation,  all  can  be  executed  to  standard  distributed  to  the  hi  .0 
annory.  Tough  prcblem  but  the  reward  seems  worth  it. 
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There  is  clearly  a  sub:>tantial  infrastructure  associated  with  implementation  of 
BCST.  For  the  purposes  of  this  Appendix,  I  define  training  support  as  the  totality  of  what 
is  required  to  enable  BCST  employing  immersion  in  virtual  simulation  and  distributed  with 
quality  control  for  Guard  training.  The  purpose  of  this  Appendix  is  to  summarize  the 
various  development  actions  which  will  be  required  to  implement  the  training  concepts  of 
BCST,  initially  the  Proofs  of  Principle  (POP).  Some  of  the  eventual  infrastructure 
requirements  can  be  alleviated  in  the  early  stages  by  manual  "work-arounds"  in  Proofs  of 
Principle,  as  will  be  suggested.  They  will  need  to  be  resolved  before  BCST  can  be 
implemented  in  mote  than  isolated  situations. 

Several  technical  problems  need  to  be  resolved  both  in  the  development  of 
distributed  virtual  simulation  and  in  training  development  First,  simulation  technology 
development: 

•  A  block  of  "high  resolution"  digitized  terrain  needs  to  be  made  available  for 
both  CATTC  at  Ft  Knox  and  for  use  at  the  Guard  distributed  sites-McCain 
and  M-SIMNETs.*  The  terrain  should  be  at  least  50  km  by  50  km.  The  NTC 
and  Guard  MTA  terrain  are  leading  candidates.  To  permit  TEA  examining 
BCST  Table  execudon  in  various  forms  of  TES,  particularly  constructive 
(JANUS)  and  virtual  (SIMNET),  it  would  probably  be  best  to  use  Knox 
initially.  Subsequently  a  terrain  data  base  should  be  prepared  for  the 
LTA/MTA  of  the  test  round  up/round  out  units. 

•  Effective  automated  nnd  semi-automated  force  representation  capability  is 
required.  Current  OPFOR  small  unit  doctrine  desired  by  the  Proponent  for 
training  purposes  should  be  available.  Regimental-size  formations  need  to  be 
able  to  be  represented  in  M  SIMNET  if  any  Battalion  echelon  BCST  is 
contemplate^l.  Hopefully  this  level  of  OPFOR  activity  could  be  "fought”  with 
proper  responsiveness  by  several  SME  For  POP  purposes,  additional  SME 
support  will  probably  be  required.  AFOR  (MCC)  capability  should  be 
expanded  to  represent  more  BOS  in  the  same  way  that  CSS  and  Fire  Support 


I  Involvement  of  the  48th  Bde  GAARNG  will  require  tiiat  this  be  facilitued  at  Ft  Stewart 
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are  represented  today.  Important  current  shortfalls  in  representation  are  air 
defense  units;  NBC  contamination;  mines  including  FASCAM  and 
rtpresentadon  of  obstacles  in  addition  to  soil/water,  and  lasdy,  intelligence 
coUecdon-GSR.  For  further  discussion,  see  Enel.,  App.  2.2,  Combined  Arms 
Battle  Task  Training  in  SIMNET.  Platoon-  and  Company-level  small  unit 
Tacdcal  Tables  can  be  conducted  in  viitual  and  subsistent  (MILES)  simuladon 
without  these  improvements.  Battalion  echelon  horizontal  BCST  requires  the 
above  but  training  benefit  can  be  sustained  by  "work-arounds."  Verdcal  BC^T 
beyond  Fur  Support  requires  improved  representadon-in  AFOR  (IFOR)  until 
higher  echelon  units  can  be  represented.^ 

•  The  simuladon  must  be  capable  of  distribudon  to  the  unit  armories,  preferably 
down  to  the  Company  echelon.  This  is  not  only  from  a  proponent  location 
such  as  Knox,  Benning,  or  Rucker,  but  also  from  one  unit  armory  to  another 
within  a  battalion  which  may  be  spread  across  a  state.  Distribution  to  the  user 
is  such  an  important  part  of  the  model  that  it  should  be  a  "showstopper"  for 
execudon  of  a  POP.  NOTE:  This  does  not  infer  that  all  locadons  must  have 
AFV  simulators.  A  screen  interface  to  the  virtual  battlefield  (Stealth  out  of 
window)  or  vertical  Plan  View  Display  will  be  sufficient  for  many  BCST 
tasks.  The  key  is  easy  communications  from  one  distributed  location  to 
another  at  dmes  convenient  to  the  various  requirements  of  the  users-and  on 
equipment  that  has  proven  training  effeedveness. 

•  The  last  simuladon  technology  requirement  is  that  there  be  sufficient  data 
capture  capability  to  record  important  BCST  MOE  and  MOP  as  they  are  being 
perfonned  "your  way"  by  the  unit  in  training.  The  Data  Logger  currendy  used 
for  combav  development  purposes  at  Knox,  SIMNET  D,  provides  an  excellent 
start  for  BCST  CATTC  FOP  uses.  The  Unit  Performance  Assessment  System 
(UPAS)  discussed  above  in  Chapter  2  would  appear  to  provide  excellent  inidal 
lower  cost  collecdon  capability  but  it  is  limited  to  Maneuver  and  some 
Command  and  Control  and  Hre  Support  at  present.  Suffice  to  indicate  that  the 
majority  of  the  important  MOP  and  MOE  must  be  amenable  to  capture, 
automadcally  or  manually  before  a  POP  is  feasible.  All  of  the  AAR  collecdon 
other  than  human  interaction  (body  language,  etc.)  should  be  automated 
eventually. 

There  are  also  challenges  cn  the  training  development  side: 

•  "A  way"  execudon  in  Jtual  simuladon  has  to  be  c^tured  in  sufficient  detail 
that  the  MOP  and  MOE  are  present,  properly  represented  such  that  the  proper 
cues  appear,  and  structured  such  that  the  "day  of  battle"  can  subsequently  be 


2  This  rqxesentation  nriay  be  best  achieved  in  constructive  simulation  (CBS-BBS)  rather  than  virtual 
linialatian  (SIMNET/CCTT).  This  needs  to  be  determined,  probably  by  TEA. 
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disaggregated  so  the  Modules  necessary  for  Staff  Task  Proficiency  and  Battle 
Staff  Effectiveness  training  can  be  created.  Both  Tables  and  Modules  need  to 
^  be  created.  Manual  substitutes  such  as  still  photos  of  events  or  actions  not 

capturablc  in  virtual  simulation  are  acceptable  at  this  stage  for  use  at  CATTC 
andMSIMNET. 

•  Context  orientation  has  to  be  designed  such  that  the  unit  can  transition 
effectively  to  execution  of  "your  way"  in  a  brief  period.  That  is,  the  "your 

^  way"  unit  can  step  into  the  shoes  of  the  "a  way"  executors  at  the  moment  of 

Table  or  Module  initiation.  The  objective  is  30  minutes.  One  hour  should  be 
sufficient  for  the  POP.  As  discussed  in  App  3.3.  this  is  a  formidable 
challenge.  It  may  be  advisable  to  use  one  scenario  Deliberate  Defense  for  all 
^  Table  and  Module  support. 

•  The  AAR  needs  to  be  assembled  rapidly  from  the  array  of  MOP  and  MOE 
captured  during  the  "your  way"  execution.  NOTE:  The  same  challenge  exists 
for  the  Proponent  in  creating  the  "a  way"  AAR.  But  the  Proponent  has  much 
more  time.  The  unit  is  not  sitting  there  waiting  to  hear  how  it  did.  For  the 

I  POP  and  subsequent  fielding,  AAR  preparation  in  30  minutes  is  a  starting 

objective.  Once  fielded,  the  AAR  should  be  available  in  IS  minutes. 

•  All  of  the  personnel  associated  with  the  training  will  have  to  be  prepared.  The 
chains  of  command  of  the  units  for  the  POP  will  have  to  be  briefed  in  detail  as 

j  to  the  purposes  and  training  strategies  being  employed  in  the  program.  What 

are  the  specific  objectives?  How  will  they  be  achieved?  How  will  that 
achievement  contribute  to  the  readiness  of  the  unit?  The  issue  here  is  not  just 
dutiful  compliance  with  the  commitments  of  the  chain  of  command.  Young 
leaden  (officer  and  noncommissioned  officer)  need  to  undentand  in  depth 
I  what  is  being  attempted  so  they  will  be  proactive  contributors  to  the 

development  process. 

Potentially  more  challenging  is  the  preparation  of  the  direct  support  Subject  Matter 
Experts  who  are  a  critical  part  of  the  training  experience-the  CXTs  and  OEs.  OC  training 
>  should  not  be  difficult  The  preparatory  training  for  OCs  prior  to  service  at  CTCs  is 

excellent  The  major  add-ons  should  deal  with  the  unique  aspects  of  virtual  simulation  as 
they  have  been  described  in  this  Paper.  There  must  be  detailed  understanding  of  the 
opportunities  and  difficulties  in  ensuring  that  the  cues  for  the  MOP  and  MOE  are  in  fact 
I  evident  to  the  staff  in  training.  There  are  interpretation  responsibilities  associated  with  TES 

(virtual  simulation)  that  the  NTC  veteran  accustomed  to  TES  (subsistent  simulation)  is  just 
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not  used  to.  But  these  are  not  significant  problems.  The  concept  of  OC  is  well  embedded 
in  Anny  culture  as  well.^ 

The  OE  problem  is  different  It  will  be  substantial.  The  concepts  of  Battle  Staff 
Effectiveness  were  developed  by  Olmstead  when  the  Army  was  groping  with 
Organizadonal  Effectiveness  (Organizational  Development).  Special  training  had  been 
established  for  Organizational  Effeedveness  Staff  Officers  (OESO).  These  individuals 
were  then  posted  out  to  units  to  facilitate  (literally  and  figuradvely)  improvement  in  the 
organizadonal  processes  within  a  unit  The  focus  was  unit  garrison  communicadons- 
direedy  relevant  to  equal  oppoitunity~not  effeedveness  of  processes  for  tacdcal  decision 
making.  Olmstead's  insight-among  many-was  to  use  the  OESO  almost  in  lieu  of  OCs 
(the  tacdcal  chain  of  command  conducted  the  tacdcal  training  in  Cardinal  Point  in  1978). 
The  model  developed  in  Chapter  2  calls  for  both  OCs  for  assisdng  the  chain  of  command  in 
training  Staff  Task  Proficiency  and  OEs  to  support  Batde  Staff  Effeedveness  training.^ 
OEs  will  have  to  be  created.  The  training  archives  should  have  the  Programs  of  instruedon 
for  the  now  defunct  OESO  School  at  Fort  Ord,  California.  There  is  considerable  residual 
expertise  available,  aedve  and  retired,  led  by  Dr.  Joseph  Olmstead  and  Col  (Ret)  Mike 
Malone,  who  could  provide  valuable  counsel  in  creadng  the  "tacdcal"  OE  for  Guard  BCST. 
But  OE  training  has  to  be  done  before  the  POP. 

•  The  last  training  development  challenge  is  condnuing  evaluadon  of  the  process 
itself.  As  suggested  above,  two  Tables  and  nvo  Modules  should  be  prototyped 
and  assessed.  The  two  Tables  are  horizontal:  Battalion  TF  Defend,  Execudon 
and  vertical:  Fire  Support  The  two  Modules  are  S2,  S3,  FSO  small  staff 
team  and  S4  individual  staff  officer.  A  structure  needs  to  be  created  to  conduct 
ongoing  Training  Effectiveness  Analyses  of  these  various  training 
developments.  Are  they  achieving  die  postulated  training  effect?  At  projected 
cost?  The  Army  Research  Insdtute  seems  a  capable  organizadon  for  such  a 
mission.  It  needs  to  be  aedvated  eariy  in  the  BCST  develc^ment  process. 

Technical  and  training  developments  are  necessary  but  not  sufficient  to  BCST.  A 
suppordve  training  environment  needs  to  be  established.  When  the  unit  is  conducting 
"your  way"  execudon  of  a  Table,  the  Battalion  TCX^  should  be  set  up  exaedy  as  SOP  would 


^  That  qiplies  to  horizontal  BCST.  Very  little  work  has  been  done  on  the  use  of  OCs  for  vertical 
BCST.  The  Bade  Command  Ttaining  Ingram  (BCTP)  has  initiated  functional  evaluations  but  it  has 
been  difRcub  to  performance-base  the  training.  Sm  the  discussion  on  the  ARl-Leavenworth-developed 
evaluation  systeffl~ACCES~in  Chapter  2. 

*  Hopefully,  mauire  BCST  will  combine  OC  and  and  reduce  the  training  support  cost  Initially, 
however,  both  OC  and  OE  qipear  necessary. 
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have  it  in  the  field.  If  the  Commander  and  S3  arc  out  overlooking  the  battlefield  with  a  line 
Company  or  a  command  group,  they  should  be  in  the  proper  vehicles  (AFV  simulators) 
observing  the  virtual  battlefield  through  their  vision  blocks.  Each  of  the  staff  members 
should  "see"  the  battlefield  as  he  or  she  would  in  combat.  If  their  "view"  is  gained  from 
listening  to  radio  net  transmissions  and  visualizing  the  flow  of  battle  from  a  tactical  overlay 
on  a  map,  that  is  how  they  should  operate  for  BCST  in  virtual  simulation.  The  problem  for 
the  training  developer  is  to  create  this  environment  -both  in  the  CATTC  and  in  M  SIMNET 
for  POP. 

When  the  unit  is  establishing  the  context  for  the  "your  way"  Table,  they  should  be 
in  whatever  configuration  most  facilitates  effective  training.  Training  support  equipment 
for  this  stage  should  be  whatever  combination  of  Stealth,  PVD,  TV  Tape  or  audio  tape 
worics.  The  sane  general  rule  should  apply  for  the  "your  way"  AAR. 

As  the  most  effective  single  training  experience  of  BCST,  the  "your  way"  AAR 
should  be  conducted  where  the  individuals  are  warm,  relatively  comfonable  and 
surrounded  by  the  most  effective  training  suppon  possible  to  bring  out  the  MOP  and  MOE 
associated  with  the  particular  Table.  This  mix  will  have  to  be  determined  by  TEA. 

This  general  guidance-use  whatever  works  best-applies  also  to  use  of  all  of  the  "a 
way"  material.  If  the  unit  in  training  is  observing  Table  execution  by  the  "a  way"  unit,  the 
staff  should  be  placed  where  the  commander  and  OCs,  OEs  believe  they  can  best  leam. 
Sometimes  it  will  be  in  the  TOC,  on  the  vehicles.  Other  times,  it  will  be  grouped  in  an 
AAR  type  area  for  most  effective  group  learning.  The  development  challenge  is  to  provide 
these  kinds  of  flexibility  for  the  POP. 
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REQUIREMENTS  FOR  BCST  IN 
INSTITUTIONAL  TRAINING 


Concq)tual  development  of  BCST  drawing  on  advanced  distributed  simulation  has 
focused  to  this  point  on  the  development  of  BCST  conducted  in  units.  There  is  no 
conqnehensive  accepted  task  list  of  BCST  requirements  for  training  in  units.  Tnerefore  the 
analysis  essentially  executed  "backward  planning."  Since  the  AAR  is  the  most  effective 
training  tool,  the  training  events  (Tables  and  Modules)  are  designed  to  generate  the  desired 
AARs.  That  is,  creating  MOP  and  MOE  necessary  to  frain  to  task  proficiency  in  the  AARs 
drove  the  design  construction  of  the  initial  Tables  and  Modules.  They  were  structured  to 
cause  the  MOP  and  MOE  required  for  effective  training  to  be  generated.  This  "fu^t 
approximation"  for  development  will  be  honed  in  subsequent  Training  Effectiveness 
Analyses. 

The  challenge  is  substantially  different  in  institutional  training.  Some  BCST  tasks 
embedded  in  POI  are  currently  trained  at  the  service  schools  and  Leavenworth  to  prepare 
commanders  and  staff  officers.  These  POI  are  under  continuing  review,  stimulated  by  the 
training  development  "crucible"  of  the  CTC  and  the  reality  of  combat-Dcsert  Storm. 

I 

Therefore  to  assess  the  feasibility  of  the  BCST  model  being  proposed  for  institutional 
training  (Context,  Table  or  Module,  AAR),  the  training  potential  of  Tables  and  Modules 
should  be  compared  to  both  the  existing  POI  of  institutional  training  and  to  probable 
evolution  based  on  feedback  from  the  field.  If  all  or  more  than  is  currently  trained 
institutionally  is  feasible  witli  the  propoixd  model,  the  new  methodology  should  pass  its 
first  test  of  sufficiency.  The  purpose  of  this  Appendix  is  to  make  that  check.  It  is  not  a 
task-by-task  analysis  but  rather  an  assessment  whether  the  potential  is  present  in  the  BCST 
model  to  train  both  vertical  and  horizontal  BCST.  This  check  is  necessary  for  both  present 
courses  and  as  command  and  staff  is  being  revised  for  future  course  improvements.^  In 


1  Hiis  analysis  focuses  on  Total  Force  warfighting  BCST  Gaining.  Staff  training  lequirements  are 
generated  by  active  force  combat  units  icHccting  experience.  AC  training  problems  are  assumed  to 
translate  directly  to  RC  with  equal  or  greater  impaa-due  to  reduced  time  for  training  of  citizen-soldiers. 
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fact,  consistent  with  the  research  thrust  of  NGB/DARPA,  the  proposed  BCST  training 
should  be  a  dominant  solution  to  the  command  staff  training  challenge. 


Two  comparisons  arc  made.  First,  compare  BCST  to  the  POI  of  the  current 
Battalion  level  pre-command  course,  the  Tactical  Commander’s  Development  Course.  This 
course  consists  of  refresher  training  deemed  necessary  for  commanders,  both  active  and 
reserve,  prior  to  going  into  command.  The  course  requires  future  commanders  to  actually 
do  the  sta^  work  required  for  Planning,  Preparation  and  Execution  of  two  missions-- 
Defend  then  Attack.  Review  of  these  training  requirements  is  a  useful  assessment  of  the 
tasks  seasoned  successful  commanders  expect  from  their  staffs.  If  the  proposed  BCST 
trains  these  tasks,  it  could  be  useful  for  pre-command  training  and  perhaps  for  general 
combat  arms  staff  officer  UTuning. 

The  second  screen  reviews  the  content  of  the  current  command  and  staff  training 
conducted  at  the  Battalion  echelon.  That  is  the  POI  of  the  current  Officers  Advance 
Course.  Since  this  Paper  concerns  armored  forces,  the  OAC  at  Ft.  Knox  is  reviewed. 
Neither  the  current  Combined  Arms  and  Services  Staff  School  at  Leavenworth  (CASS)  nor 
the  Command  and  General  Staff  College  at  Leavenworth  are  included.  They  are 
institutional  staff  officer  training  but  both  focus  above  brigade  echelon  at  present.  The 
BCST  nmning  challenge  of  this  Paper  is  battalion  and  brigade.^ 

Then  we  shall  consider  concerns  that  have  been  raised  about  current  command  and 
stiff  training  as  well  as  planned  revisions  of  training  in  the  institution.  Does  the  BCST 
model  proposed  respond  to  the  concerns?  Will  it  accommodate  revisions  currently  under 
way? 


CURRENT  BCST-TCDC 


Battalion  echelon  TCDC  is  a  two-week  course  taught  at  Ft  Leavenworth  in  a  small 
group  mode  fOT  both  AC  and  RC.  Battalion  command  selectees  are  grouped  (six  to  ten)  by 
heavy  or  light  unit'tieployed  in  CONUS  or  overseas.  The  course  is  taught  by  extremely 
competent  instructors,  experienced  combat  arms  Majors  or  Lt  Colonels.  They  act  as 
Mentors,  Facilitators,  and  OCs,  dependent  on  the  substance  or  tone  appropriate  to  the 
dynamics  of  the  sniall  group.  The  surrogate  student  "commander  and  staffs"  address 


^  Future  CASS  RC  should  address  some  BaUalion  echelon  staff  tasks.  "Many  common  core  subjects  and 
staff  skills  presently  taught  in  OAC-RC  will  be  taught  in  the  newly  implemented  RC-CASS  course," 
Msg:  Cmch  TRADOC,  Subject:  RC  Officer  Education  System,  251327Z  July  1990.  CAS3  content 
will  be  discussed  in  greater  detail  below. 
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tactical  situations  associated  with  deliberate  defense  then  attack  as  portrayed  on  maps, 
terrain  boards,  audio  and  TV  of  CTC  "case  studies"  as  well  as  constructive  simulation 
(JANUS).  Each  student  is  expected  to  be  prepared  to  respond  to  each  requirement  as  the 
Battalion  Commander.  Essentially,  the  Battalion  Heavy  students  plan,  rehearse,  execute  in 
JANUS  then  AAR  two  tactical  missions  at  the  National  Training  Center.  The  course  is 
divided  into  the  following  lessons: 

Tactical  Commanders  Development  Course^ 


Lesson  1. 

TCDC  Overview 

Lesson  2. 

The  JANUS  Simulation 

Lesson  3. 

Defense  Command  and  Control  Exercise 

Lesson  4. 

Task  Force  Synchronization 

Lesson  5. 

Brigade  Defense  Operation  Order 

Lesson  6. 

Mission  Analysis  and  IPB 

Lesson  7. 

IPB:  Threat  Evaluation  and  Integration  (Defense) 

Lesson  8. 

Battalion  Task  Force  in  the  Defense 

Lesson  9. 

Task  Force  Course  of  Action  Development 

Lesson  10. 

Security  Operations 

Lesson  11. 

Defensive  Operations  in  the  Main  Battle  Area 

Lesson  12. 

Contingency  Operations 

Lesson  13. 

Rehearsal  Techniques 

Lesson  14. 

Task  Force  Defense  Rehearsal  and  OPORD  Execution 

Lesson  15. 

Brigade  Offense  Operation  Oder 

Lesson  16. 

IPB:  Threat  Integration  (Offense) . 

Lesson  17. 

Course  of  Action  Development 

Lesson  18. 

Organization  of  an  Assembly  Area 

Lesson  19. 

Reconnaissance  and  Surveillance 

Lesson  20. 

Tactical  Movement  and  Passage  of  Lines 

^  Source  for  TCDC  material  is:  Advance  Book  (Heavy  Battalion  Task  Force),  Tactical  Commanders 
Development  Course,”  U.S.  Army  Command  and  General  Staff  College,  January  1992.  Terminal 
Learning  Objectives  and  Tasks  are  extracted  from  course  Advance  Sheets. 
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Lesson  2 1 .  Tactical  Fonnadons  and  Actions  on  Contact 
Lesson  22.  Obstacle  Breaching  and  Actions  on  the  Objective 
Lesson  23.  Task  Force  Offense  Rehearsal 
Lesson  24.  Ta.sk  Force  Offense  Practical  Exercise 
Lesson  25.  Summary  and  After  Action  Review 
Leavenworth  describes  the  course  as  follows: 

Scope 

The  Tactical  Commanders  Development  Course  curriculum  is  80  hours  (+) 
of  instruction,  which  allows  battalion  command  selectees  to  focus  on  ^e 
synchronization  of  combat  power  at  the  task  force  level.  The  course  will 
focus  on  honing  tactical  skills  and  knowledge  in  the  application  of  combat 
power  on  the  AirLand  Battlefield.  This  comprehensive  Course  emphasizes 
the  fundamentals  of  combat  operations,  emphasizing  battlefield  functions 
and  the  roles  they  play  in  offensive  and  defensive  operations.  You  will 
apply  AirLand  Battle  Doctrine  and  exercise  tactical  judgment  in  various 
operations  and  will  discuss  doctrine  that  applies  to  the  tactical  operation 
u^er  study,  devise  solutions  and  plans  for  each  operation,  exercise  those 
plans  using  a  computer  simulation,  and  participate  in  after  action  reviews. 

TERMINAL  LEARNING  OBJECTIVES 

A.  TASK:  Demonstrate  proficiency  in  synchronization  of  task  force 
battlefield  activities. 

CONDITION:  Given  a  two- week  course,  tactical  scenarios,  classroom 
environment,  and  a  JANUS  computer  simulation. 

STANDARD:  Synchronization  of  battlefield  activities  must  be  lAW  FM 
71-2,  The  Tank  and  Mechanized  Infantry  Battalion  Task  Force,  and  ARTEP 
71-2,  Mission  Training  Plan  for  the  Tank  and  Mechanized  Infantry  Battalicm 
Task  Force. 

B .  TASK:  Analyze  enemy  doctrinal  framewoiic,  organization,  equipment, 
and  offensive  and  defensive  tactics  for  ground  forces. 

CONDITION:  Given  maps  and/or  sketches,  micro-armour  models,  tactical 
requirements,  student  notes,  and  other  applicable  references. 

STANDARD:  The  analysis  must  relate  the  doctrine,  concepts,  and 
principles  governing  threat  military  organization  and  equipment;  ground 
forces  organization  for  combat  at  the  tactical  level;  and  the  conduct  and 
control  of  offensive  and  defensive  combat  at  company  level  and  atove, 
including  combat  support.  The  analysis  must  be  LAW  threat  references 
provided  in  class;  FM  34-80,  Brigade  and  Banalion  Intelligence  and 
Electronic  Warfare  Operations,  FM  34-130,  Intelligence  Preparation  of  the 
Battlefield  and  FM  7 1-2. 
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C.  TASK:  Conduct  Intelligence  Preparation  of  the  Battlefield  (IPB)  to 
support  tactical  decision  making  at  the  task  force  level. 

CONDITION:  During  class  discussions  and  practical  cxcrci..wS,  given  an 
assigned  area  of  operations,  preliminary  weather  and  terrain  products, 
enemy  doctrinal  templates,  and  a  friendly  course  of  action. 

STANDARD:  The  student  IPB  products  will  include  situation  tcmplatc(s), 
an  event  template,  and  a  decision  support  template  to  support  a  wargamed 
task  force  course  of  action  for  combat  operadons  in  the  offense  and  defense. 
Products  should  meet  minimum  standards  as  outlined  in  FM  34-80,  FM  34- 
130.  and  FM71-2. 


INSTRUCTIONAL  METHODS 

Instnicdon  will  be  at  the  small  group  level,  with  each  group  required  to 
solve  the  practical  exercises.  The  course  is  divided  into  two  weeks,  one  for 
defense  and  one  for  offense.  Teaching  methodologies  are  simila**  for  both. 
Each  team  member  will  function  as  the  maneuver  task  force  commander  and 
present  his  solution(s)  as  directed  by  the  instructor. 

You  will  think,  analyze,  plan,  decide,  and  communicate  orally  and/or  in 
writing.  You  will  apply  the  Principles  u  War  in  every  tactical  requirement. 
Your  inquiry,  discussion,  and  debate  wil*  be  important  parts  of  attaining 
course  objectives.  In  short,  you  will  exercise  and  develop  tactical  judgment 
while  working  within  the  intent  of  the  higher  commander. 

To  complete  the  practical  exercises,  you  must  do  extensive  reading  before 
class.  Qass  work  time  is  at  a  premium. 

p.2 


While  the  course  expects  each  student  to  be  able  to  respond  to  each  requirement  as 
the  commander,  in  practice  the  students  are  grouped  into  one  or  more  staff  teams  to  address 
the  requirements.  There  is  a  great  deal  of  individual  staff  officer  performance  expected 
from  each  student  This  BCST  focus  is  evident  in  the  homework  assignments  grouped 
below  by  night  o!f  the  course: 

CompletesTF  1-77  Mission  Analysis  and  Warning  Order  and  Conrmander’s 
Initial  Time  Analysis 

i 

Develop  Planning  Guidance  and  a  Concept  of  the  Operation 
Develop  Miiin  Battle  Area  Plan  (Emphasize  Direct  Fire  Plan) 

Develop  Seijurity  Plan  and  Refine  Main  Battle  Plan 

i 

Set  up  Rehearsal  Site;  Complete  Maneuver  and  Fire  Support  Execution 
Matri^ 


Complete  TF  1-14  Mission  Analysis  and  Warning  Order  and  Commander's 
Initial  Time  Analysis 

Analyze  Course  of  Action;  Prepare  Assembly  Area  Organization 

Prepare  Passage  of  Lines  Plan 

Develop  Detailed  Security  Plan 

Plan  the  Actions  on  the  Objective 

Plan  the  Breaching  of  Obstacles 

Prepare  Maneuver  and  Fire  Support  Execution  Matrices. 

p.7 

While  synchronization  of  combat  power  consistent  with  the  commander's  intent  is  the  clear 
focus  of  the  course,  training  requirements  are  established  by  feedback  from  units.  Field 
experience  dictates  that  each  of  the  BattleHeld  Operating  Systems  is  discussed.  For 
example,  in  developing  a  task  force  defense  course  of  action,  the  student  is  expected  to: 

g.  Seventh  requirement.  Be  prepared  to  discuss  the  following  questions 
concerning  the  combat  service  support  plan  that  supports  your  course  of 
action. 

(1)  How  will  you  keep  the  engineer  vehicles  refueled? 

(2)  What  are  your  maintenance  priorities  by  vehicle? 

(3)  Given  that  you  can  feed  one  hot  meal  a  day,  what  is  your  ration 
cycle? 

(4)  Calculate  the  day  and  night  travel  times  from  the  BSA  to  the  task 
force  sector.  What  effects  do  these  times  have  on  resupply  of  the 
taskforce? 

(5)  What  is  the  composition  of  the  combat  miins? 

(6)  What  is  the  composition  of  the  UMCP? 

(7)  What  does  "fix  forward"  mean? 

(8)  Where  is  the  "mine  dump"and  who  works  there? 

pp.  53-54 

This  is  solid  S4  logistic  planning.  Similar  substantive  knowledge  is  expected  in  the  other 
BOS. 
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Gjnccmcd  about  the  effectiveness  of  the  course,  Leavenworth  asked  ARI  to  survey 
current  battalion  commanders  as  to  the  adequacy  of  TCDC  The  results  were  quite  positive: 

EXECUTIVE  SUMMARY 


Requirement 

The  Commander  of  the  Combined  Arms  Center  asked  ARI  to  interview 
graduates  of  the  battalion  level  Tacdcal  Commanders  Development  Course 
(TCDQ.  TCDC,  which  is  part  of  the  School  for  Command  Preparation  at 
Fort  Leavenworth  is  a  two-week  course  for  officers  designated  to  become 
battalion  commanders.  The  purpose  of  the  interviews  was  to  provide 
information  to  TCDC  which  would  allow  TCDC  to  assess  the  effectiveness 
and  guide  the  future  development  of  the  course. 

Procedure: 

Forty-eight  battalion  commanders  were  interviewed  upon  their  return  from 
either  NTC,  JRTC,  or  Desen  Storm.  Both  graduates  and  non-graduates  of 
TCDC  were  interviewed.  At  the  time  of  the  interviews,  the  commanders 
had  been  in  command  for  an  average  of  one  year.  The  commanders 
provided  their  overall  assessment  of  TCDCs  strengths  and  weaknesses  and 
recommended  improvements  to  the  course.  The  commanders  discussed 
problem  areas  in  tacdcal  command  and  control,  areas  that  they  telieved  the 
course  should  address.  Also,  they  gave  their  advice  and  opinions  about  a 
variety  of  tactical  issues  including  commander's  intent,  the  planning 
process,  decision  support  tools,  rehearsal  techniques,  battle  drills,  training, 
and  leadership. 

Results: 

The  assessment  of  TCDC  was  very  positive.  Almost  all  believed  TCDC  to 
be  one  of  the  best  courses  in  the  Army.  The  commanders  also  described 
positive  impacts  the  course  tr.ade  on  their  performance,  whether  at  a  combat 
trairung  center  or  in  combat.  Some  aspects  of  TCDC  that  were  considered 
especi^ly  valuable  were  the  classroom  discussions  in  general,  the 
interaction  with  other  branches,  the  emphasis  on  how  to  be  faster  in 
planning,  the  treatment  of  rehearsal  techniques,  and  the  course  handouts  and 
battle  book. 

Most  of  the  recommended  changes  to  the  course  involved  including  material 
that  the  commanders  felt  was  important  but  had  not  received  enough 
attention  in  the  course.  Some  of  these  topics  are:  CSS  functions  in  general, 
fratricide,  psychological  aspects  of  combat,  monitoring  and  controlling 
execution,  and  planning  and  preparing  when  time  is  limited.  Also,  there 
was  an  overall  desire  to  see  the  course  lengthened  by  about  a  week  (often  at 
the  expense  of  the  Pre-Command  Course).  Two  areas  that  drew  some 
negative  comments  were  the  portion  of  the  course  on  Intelligence  and  use  of 
the  JANUS  simulation.  Overall,  however,  these  two  aspects  were  viewed 
positively  by  more  officers  than  viewed  them  negatively.  JANUS  was 
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called  a  great  training  tool  by  many  of  the  officers,  and  several  singled  out 
the  IPB  and  threat  laydown  as  the  most  beneficial  parts  of  the  course..."/ 

TQX^  is  clearly  a  success.  Not  only  has  it  trained  individuals  but,  also,  it  has 
trained  unit  staffs  from  tactical  units  both  active  and  reserve  on  a  noninterference  basis  with 
PCC  Impressed  by  the  results,  the  National  Guard  Bureau  is  seeking  to  institutionalize 
tnis  unit  staff  training  although  institutionalization  will  probably  be  in  a  new  Team  of  BCTP 
under  CAC-T  supervision  rather  than  within  the  C&GSC  as  at  present^  This  quality 
trairung  is  clearly  desirable.  Is  it  feasible  for  resident,  non  resident-regional  and  periiaps 
non  resident  local  training? 

I  have  examined  the  Terminal  Learning  Objectives  and  the  Tasks,  Conditions  and 
Standards  trained  in  the  current  TCDC.  Further,  I  attended  Battalion  level  TCDC  in  its 
entirety-defense  with  one  small  group  and  then  attack  with  another.  I  conclude  that  the 
BCST  model  proposed  is  not  only  "doable,"  it  also  draws  heavily  on  the  instructional 
concepts  presently  embedded  in  TCDC.  However,  there  are  uncertainties,  both  positive 
and  negative.  JANUS  is  effective  but  time-consuming  to  set  up.  There  is  occasional 
immersion  of  the  students  in  the  simulation— perhaps  10  percent  of  the  time.  The 
combination  of  virtual  and  constructive  simulation  envisaged  in  the  BCST  concept  should 
increase  immersion  significantly.  This  should  improve  the  already  high  productivity  of  the 
course.  On  the  other  hand,  TCDC  profits  enormously  from  the  extraordinary  competence 
of  the  instructors.  This  will  be  difficult  to  match  in  regional  and  local  instruction.  Quality 
control  of  OCs  and  OEs  is  imperative.  There  will  be  good  and  poor  personnel  selected  as 
OC/OEs.  On  balance,  the  proposed  ECST  model  (Context,  Table  or  Module,  AAR)  is 
ctq)able  of  training  the  TCDC  POL 

REVIEW  OF  CURRENT  OAC  BATTALION  STAFF  TRAINING 

The  current  Officers  Advance  Course  RC  focuses  on  both  company  and  battalion 
level  responsibilities.® 


^  Lussier,  J.W.,  and  DJ.  Utauer,  "Battalion  Commander  Survey:  Tactical  Commander  Development 
Course  Feedtock,"  ARI  Leavenworth,  Draft,  March  3, 1992,  pp.  vii,  viii.  Underlining  by  FJ.  Brown. 
General  concern  about  JANUS  centers  on  setup  time. 

Fax  Maj  T.  Allen,  Subject:  Requested  Information,  September  28, 1992. 

®  This  Paper  focuses  on  the  training  of  heavy  units.  Therefore  the  institutional  training  of  the  Armor 
Center  is  selected  for  review  and  comparison.  Documentation  is  POI 171-BR  12-RC,  "Armor  Officer 
Advanced  COurse-USARF  School,"  17  January  1991. 
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SCOPE:  The  program  consists  of  three  phases  which  include 
companyAeam  armor  tactics,  commander  responsibilities  in  administration 
of  training  at  the  company  level,  computerized  tactical  exercises  via 
simulation  networking  (SIMNET),  common  subjects,  and  advanced  armor 
and  cavalry  specific  Bn/TF  tactics.  Phase  I  is  Active  Duty  (ADT)  conducted 
at  Fort  Knox.  It  provides  the  student  an  intensive  tactical  and  training 
management  foundation.  Phase  11 A  is  Inactive  Duty  Training  (IDT),  and  is 
the  common  core  developed  by  the  Combined  Arms  Training  Center,  Fort 
Leavenworth,  KS.  Phase  II  D  is  IDT  and  includes  armor  specific 
correspondence  courses.  Phase  m  is  ADT  conducted  at  Fort  Knox  and 
teaches  Bn/TF  level  tactics. 


p.  3 

Phase  I  is  entirely  at  the  Company  echelon.  Phase  IIA,  common  instruction 

prepared  at  Leavenworth,  contains  some  material  appropriate  to  battalion  staff  training.  Of 

104  hours  of  paper-based  material,  27  arc  dinectiy  relevant  at  battalion: 

Staff  Procedures  in  Tactical  Units 
Ccmimand  Post  Functions  and  Organization 
Plans,  Orders,  Annexes,  and  Symbology 
Threats 

Mass  Casualty  Management/Battle  Fatigue 

Defensive  Opoations 

Retrograde 

Offensive  Operations 

Tactical  Air  Operations 

Tactical  Communications 

CSS  Doctrine  Overview 

CSS  Planning  Overview 

Convoy  Operations 

Unit  Movements 

Combat  Logistics  Supply  and  Support 
Wartime  Unit  Personnel  Support 

pp.  26-27 

Phase  IIB  provides  paper-based  correspondence  course  training  designed  for  the 

Armor  Company  commander.  Of  1  (X)  hours,  96  are  relevant  at  battalion: 

Intelligence  Preparation  of  the  Battlefield  (IPB) 

Movement  Planning 

Cavalry  in  Airland  Battle:  Organizations  and  Missions 
Cavalry  in  Airla>td  Batde:  Reconnaissance 
Armored  Cavalry  Screening  Op^tions 
Armored  Cavalry  Guard  (derations 
The  Army  Electronic  Warfare  PiogrM 
Introduction  to  Field  Artillery  Organizations  and  Missions 
Tank  and  M&chaiuzed  Infantry  Battalion  Task  Force 
Part  I:  Organizatioit/Command  and  Control 
Tank  and  Mechanic  Infantry  Battalion  Task  Force 
Part  n:  Offensive  Operations 
Tank  and  Mechanized  Infantry  Battalion  Task  Force 
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I’anlll:  Defensive  Operations 
Division  ArtiUery 
Combat  Orders  and  Plans 
Obstacle  Employment 
Operations  Security 
Battlefield  Deception 

pp.  29-34 

The  guts  of  the  battalion  level  instruction  occurs  during  Phase  ni  taught  at 
Ft  Knox.  Because  of  the  importance  of  this  block  of  instruction  to  assessment  of  the 
BCST  concept  the  scope  of  this  training  is  included:  Phase  in  is  94.5  hours  (excluding 
two  7-hour  tests),  all  in  the  classroom-Conference  or  Practical  Exercise  (Map  Exercise) 
drawing  on  Computer-Based  Instruction  (PLATO)  and  terrain  boards  with  micro  armor. 
Testing  consists  of  a  requirement  to  write  two  complete  5-paragraph  operations  orders. 
The  title  below  is  followed  by  the  number  of  hours  of  instruction  and  the  scope: 

Graphic  Control  Measures:  1 

Students  discuss  and  have  practical  work  in  the  functional  application  of 
unit  symbology,  defensive/offensive  graphics,  and  logistical  graphics  as 
they  apply  to  operations  at  the  BN/TF/SQDN  level. 

Introduction  to  Tactical  Operations:  3 

Students  will  be  introduced  to  and  discuss  Airland  Battle  doctrine  as  it 
applies  to  the  tactical  level  of  war.  In  addition,  BN/TF/SQDN  battle  staff 
functions  will  be  presented  along  with  a  discussion  of  tactical  command 
posts  and  radio  nets. 

BN/TF  CS  and  CSS:  4 

Students  will  attend  multiple  conferences  on  the  defensive/offensive 
capabilities  and  employment  of  ADA,  FA,  ENG,  Combat  Service  Support 
assets  at  the  BN/TF/SQDN  level. 

BN/TF  Offensive  Ops/IPB  and  Estimate:  10 

Students  will  be  introduced  to  BN/TF/SQDN  offensive  formations, 
movement  techniques,  and  tactics.  Students  will  apply  IPB  principles  in 
conjunction  with  a  BN/TF/SQDN  deliberate  attack,  and  then  conduct 
practical  work  in  mission  analysis,  issuing  a  Warning  Order,  and 
completing  the  five  basic  steps  of  the  Orations  Estimate. 

Tentative  Plan:  3 

Students  will  use  a  selected  Course  of  Action  from  (Preceding)  and  develop 
a  BN/TF/S(3DN  deliberate  attack  tentative  plan  integrating  terrain  recon, 
combat  multipliers  (CS/CSS),  and  limited  visibility  considerations. 

Passage  of  Lines/Road  Movement:  3 

Based  upon  terrain  reconnaissance  and  classroom  discussion  students  will 
prepare  a  tactical  road  march  and  forward  passage  of  lines  plan  for  inclusion 
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in  the  BN/TF/SQDN  deliberate  attack  OPORD.  This  plan  will  contain 
op^donal  graphics,  critical  instructions,  and  required  coordination  with  the 
stationary  unit 

BN/TF  Offensive  TEWT:  4 

Students  will  plan,  perform,  and  conduct  a  leaders  reconnaissance  using  the 
factors  of  METT-T  to  assist  in  evaluatirig  BN/TF/SQDN  deliberate  attack 
courses  of  action. 

Reconnaissance  and  Surveillance  Planning:  3 

Students  will  discuss  the  linkage  between  the  BN/TF/SQDN  event  support 
template,  intelligence  requirements,  and  available  reconnaissance  assets. 
Following  the  discussion  students  will  prepare  a  BN/1T/SQDN 
defensive/offensive  recon  and  surveillance  plan,  and  brief  their  solutions. 

Develop  the  Plan/Consolidation  and  Reorganization:  10 

Students  will  conduct  discussions  and  practical  work  on  assaulting  die 
objective,  integrating  CS,  actions  on  the  objective,  consolidation, 
reorganization,  CSS  operations,  and  locating  the  BN/TF/SQDN  Main  CP. 

Deliberate  Attack:  10 

Students  will  discuss  the  development  of  the  BN/TF/SQDN  OPORD,  and 
then  prepare  paragraphs  1  thru  5,  operations  overlay,  and  CSS  overlay  to 
the  deliberate  attack  OPORD. 

BN/TF  TOC  Operations:  2 

Students  will  discuss  the  physical  layout,  organization,  and  internal  function 
of  the  BNAF/SQDN  main  CP. 

BN/TF  Defensive  Ops  and  Troop  Procedures:  5.5 

Students  will  be  introduced  to  and  discuss  the  principles  of  U.S.  Army 
defensive  doctrine  and  defensive  operations/tactics  at  the  BN/TF/SQDN 
level.  Students  will  discuss  the  eight  Troop  Leading  Steps,  and  conduct 
practical  work  in  mission  analysis  and  issuing  a  Warning  Order  for 
BN/TF/SQDN  defense  in  sector. 

Intelligence  Preparation  of  the  Battlefield:  9 

Students  will  discuss  the  IPB  process  in  conjunction  with  the 
BN/TF/SQDN  defense  in  sector  and  conduct  practical  woric:  in  battlefield 
area  evaluation,  terrain/weather  analysis,  threat  evaluation,  and  threat 
integration. 

BN/TF  Operations  Estimate  and  Tentative  Plan:  6 

Students  will  develop  a  BN/TF/SQDN  operations  estimate  to  include 
courses  of  action,  analysis/comparison  of  the  COAs,  and  making  a  tentative 
plan  for  a  defense  in  sector. 
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Develop  the  Tentative  Plan:  ? 

Students  will  discuss  and  perform  practical  work  in  planning  counter¬ 
reconnaissance,  battle  handover/passage  of  lines,  direct/indirect  fire, 
obstacle  planning,  and  rear  battle. 

BN/TF  Defensive  TEWT:  4 

Students  will  prepare  a  reconnaissance  plan  and  conduct  a  reconnaissance  to 
verify  their  tental  ve  plaris  for  a  BN/TF/SQDN  defense  in  sector. 

Defensive  OPORD:  10 

Students  will  discuss  the  development  of  the  BN/TF/SQDN  OPORD,  and 
then  prepare  paragraphs  1  thru  5,  operadons  overlay,  fire  support  overlay, 
and  (^Stacie  overlay  to  the  defense  in  sector  OPORD. 

BN/TF  OPORD  Test:  7 

Students  will  be  tested  by  a  performance  test  requiring  them  to  write  a 
complete  5-paragraph  defensive  BN/TF  operadons  order  (OPORD)  and 
construct  the  supporting  graphic  overlays. 

BN/TF  OPORD  Test:  7 

Students  will  be  tested  by  a  performance  test  requiring  them  to  write  a 
complete  5-paragraph  offensive  BN/TF  operations  order  (OFORD)  and 
construct  the  supporting  graphic  overlays 

pp.  35-40 

The  current  OAC-RC  is  distincdy  inferior  to  the  BCST  training  proposed  in 
conceptual  BCST.  | 

j 

•  There  is  no  specific  funcdonal  training  for  any  staff  posidon.  BCST  develops 
Modules  specifically  focused  on  individual  staff  officers  and  small  staff  teams. 
Current  insdtudonal  command  and  staff  training  is  simply  not  rigorous  other 
than  in  the  formal  staff  processes.  Some  would  a^ert  that  this  process  may  be 
overly  proceduralized.  If  so,  the  current  OAC-RC  reinforces  the  problem. 
BCST  as  proposed  today  is  not  the  certain  answer.  There  are  adrruttedly  weak 
task  analysis  areas  in  BCST  which  need  to  be  filled  out  after  TEA  but  there  is  a 
comprehensive  structure  to  focus  rigorous  development  both  horizontal  and 
vertical. 

•  The  OAC-RC  preparatory  material  is  entirely  paper-based.  The  instrucdon  at 
Knox  is  classroom-oriented.  Terrain  boards  and  micro  models  are  useful  if  the 
student  has  sufficient  experience  to  compensate  in  the  "minds  eye."  That 
battalion-level  experience  is  generally  lacking  in  the  RC  training  audience. 
BCST,  whether  in  construcdve  or  virtual  simuladon,  transports  the  student  to  a 
highly  interacdve  environment  involving  immersion  in  tacdcally  challenging 
situadons.  Hopefully  that  technology  will  be  applied  also  to  home  or  worksite 


6.1-14 


App.  6.1 


preparation  in  intei-acdve  simulation  so  that  the  student  is  provided  context  to 
back  up  doctrine,  tactics,  techniques  and  procedures. 

•  The  current  OAC-RC  POI  addresses  only  the  Planning  phase  of  the  Plan, 
Prepare,  Execute  model.  BCST  addresses  all  three  with  interactive  personal 
involvement 

•  Terminal  proficiency  for  OAC-RC  is  the  ability  to  prepare  two  operations 
orders.  There  is  no  assessment  of  the  challenges  of  execution.  With  the 
combination  of  "a  way"  and  "your  way"  in  both  Table  and  Module  and  in 
AAR,  BCST  engages  the  student  in  the  challenges  of  Preparation  and 
Execution  with  an  option  of  training  multiple  simultaneous  mission  staff 
actions  (Monitor,  Plan,  Direct). 

In  sum,  very  little  of  current  CTC-based  training  development  is  present  in  the 
current  institutional  course.  The  combination  of  upgrade  to  CTC  technology,  combined 
with  thoughtful  addressal  of  stafi*  fiincdonal  training  and  new  technologies  permitting  some 
degree  of  immersion  in  interaedve  "warfighting"  should  produce  an  OAC-RC  which  is 
dominandy  better. 

CURRENT  CONCERNS  AND  FUTURE  PLANS 

Not  suiprisingly,  there  is  general  concern  about  the  training  of  battalion  staff 
officers.  An  excellent  recent  study  by  ARI-Benning  examined  battalion  staff  training  in 
light  forces."  They  looked  both  at  the  insdtudon  and  at  units  training  at  the  JRTC  Their 
findings  are  unsettling.  Because  of  their  importance  to  BCST  in  general,  the  Summary  is 
cited  at  length.  Underlining  is  mine.  The  study  deals  with  six  aedve  banalions  observed 
during  FY  90.  These  are  aedve  not  Guard  units.  It  seems  reasonable  to  assume  that  the 
problem  is  at  least  equally  severe  in  Guard  units. 

Summary 

The  maneuver  battalions  arc  central  elements  to  Airland  Batde  doctrine  (FM 
100-5,  1986).  The  rntyority  of  this  force  is  comprised  of  more  than  220 
Infantry  battalions,  with  102  aedve  component  Light  and  Mechanized 
battalions.  Half  of  ^e  aedve  Infantry  compone.it  (51  battalions)  is  made  up 
of  Light  Infantry,  Airborne,  Air  Assault,  and  Ranger  units  with  an 
additional  15  light  reserve  units.  These  units  receive  some  of  their  most 
effective  training  at  the  JRTC.  Performance  measurement  at  the  JRTC  is 
based  on  doctrine  (Mission  Training  Plans)  and  Mission  Essential  Tasks 


^  Thompson,  Thomas  J.,  Geo'ge  D  Thompson,  Robert  J.  Pleban,  Patrick  J.  Valentine,  'Battle  Staff 
Training  and  Syncilnmization  in  Light  Infantry  Battalions  and  Task  Forces,"  ARI  Benning  Research 
Report,  September  1991.  Underlining  by  FJ.  Brown. 
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Lists  which  arc  specific  to  the  rotational  units.  Additional  light  forces,  such 
as  Special  Forces,  exercise  at  the  JRTC  as  well.  The  findings  from  Light 
Infantry  focused  training  research  with  the  variety  of  light  forces  using  the 
JRTC  can  be  generalized  to  benefit  the  total  force. 

The  transient  nature  of  battalion  staff  assignments,  the  relatively  short 
periods  of  continuity  officers  have  on  a  battalion  staff,  the  reduction  of 
formal  staff  training  (Mason.  1990>.  and  the  lack  of  compliance  with  officer 
utilization  and  development  policies  (DA  PAM  600-3.  19891  have  resulted 
in  severe  staff  training  and  synchronization  problems.  Documented 
observations  of  unit  performance  from  the  CTCs  (Crawford,  1990;  Fish, 
Stqihenson,  and  Sisco,  1989;  Wells,  1989),  as  well  as  the  practical  signals 
provided  by  the  establishment  of  the  T(^C  and  the  Battle  Staff  NCO 
Courses  dewy  confirm  this  assessment 

Current  training.  DA  600-3  (1989)  states  that  during  the  first  career  phase, 
the  basic  course  provides  instruction  related  to  the  overall  mission  and 
functions  of  an  officer's  branch  along  with  technical  instruction  that 
provides  the  detailed  knowledge  and  required  skills  associated  with  the 
branch.  Examination  of  the  current  MOS  1 1  revealed  no  introductory  tasks 
that  provided  even  basic  knowledge  and  comprehension  of  staff  functions. 
The  first  staff  training  objective  fS3  Operations^  for  lnfantr\’  and  Armor 
officers  is  identified  in  the  Advanced  Course  programs.  No  evidence  of 
staff  functional  area  training  exists  for  officers  in  the  maneuver  branches 
during  the  branch  oriented  chases  of  their  professional  development. 

The  CAS3  nrenares  officers  for  staff  positions  above  brigade  leveL 
Specific  resident  S1/S4  training  for  maneuver  branch  officers  filling 

taiialiQQ  Staff  assignmcnis.  seldom,  ia.Mcs. place.  Thc..iyQ.  mo5i  common 

forms  of  training  received  bv  officers  in  Infantry  and  Armor  battalions  are 
QJT  and  mentoring,  neither  of  which  are  perceived  as  very  effective 
fThompson.  19901.  The  absence  of  formal  or  structured  staff  training  has 
not  been  identified  as  a  problem  by  battalion  commanders  and  stafrs  until 
after  the  unit  has  trained  at  a  CTC  The  time  constraints,  fatigue,  and  lack 
of  skill  and  experience  stresses  the  primary  staff  members  bevond  their 
abilities.  They  car,  not  compensate  for  lack  of  individual  iob  knowledge  and 
their  collective  inability  to  synchronize  actions  in  a  continuous  operations 
environment.  Current  training  exercises  at  home  station,  apparently  no 
matter  how  rigorous,  do  not  provide  the  conditions  that  consistently  identify 
staff  performance  deficiencies. 

Staff  synchronization  and  integration.  The  TCDC  and  the  Battalion  Staff 
NCQ  Course  have  are  aimed  at  the  improvement  of  enhance  staff 

synchronization. _ While  effective,  they  do  not  compensate  for  the 

deficiencies  in  staff  functional  area  training.  The  maneuver  battalion's  own 
staff  officers  lack  branch  doctrinal  knowledge  as  do  other  branch  officers 
fS2.  Fire  Support  Officer.  Engineer).  These  deficiencies  in  individual 
knowledge  detract  from  the  collective  ability  of  the  staff  to  synchronize 
actiYitics. 

Efficacy  of  staff  integrr  tion  experimentation.  Qlmstead's  f 1990)  compelling 
call  for  demonstrarive  experimentarion  to  support  his  battle  staff  integration 


6.M6 


App.  6.1 


theory  is  probablv_premature  because  the  basic  staff  skill  conditions  do  not 
exist  to  support  it. 


The  Q)gnitivc  Role  Training  r^uirement  in  Olmstead's  model  (1990) 
cannot  met  under  present  conditions  because  it  assumes  that  officers  will 
receive  at  least  familiarization  training  in  all  staff  areas.  They  do  not.  The 
model  Olmstead  outlines  in  Battle  Staff  Integration  (1990),  requires 
organizational  competence,  consisting  of:  (1)  the  proficiency  of  all 
in^viduals  in  their  own  process  performance,  and  (2)  teamwork  across  all 
levels  so  that  the  peifonnances  by  individuals  are  fully  coordinated. 

The  first  part  of  the  model  is  conceptually  similar  to  task  training  and 
realistic  job  previews  discussed  by  Pleban,  Thompson,  Valentine,  Dewey, 
Allentoff,  and  Wcsolowski  (1988)  and  Premack  and  Wanous  (1985). 
However,  instruction  in  primary  staff  roles  for  maneuver  branch  ofHcers 
ended  in  1974.  Few  officers,  though  not  in  any  systematic  manner,  have 
been  exposed  to  either  administrative  staff  training,  or  logistics  and 
maintenance  training  only. 

The  second  critical  requirement  for  battle  sta^  integration  according  to 
Olmstead  (1990),  is  teamwork,  which  requires  siifficient  staff  stability  for 
members  to  learn  each  other's  strengths  and  weaknesses.  The  limited 
continuity  of  key  staff  members  serving  together  (4.6  months)  observed  in 
typical  Light  Infantry  forces  during  1990  are  counter  to  the  model’s 
fundamental  conditions. 

The  conditions  do  not  exist  in  the  US  Army  to  test  the  efficacy  of 
Olmstead's  Battle  Staff  IntcCTation  model.  In  addition,  the  doctrinal 
imperative  is  on  staff  synchronization  (FM  100-5,  1986),  which  is  not 
completely  analogous  to  Olmstead's  theoretical  position  on  staff 
integradon.*  | 

Few  maneuver  battalion  commanders  have  been  exposed  to  battalion  level 
staff  training  because  thev  are  post-1974  advanced  course  graduates. 
Commanders  have  probably  served  in  at  least  one  primary  staff  position 
Prior  to  S3  Ooerarions.  but  not  likely  in  both  SI  and  S4  positions.  What 
thev  know  about  the  other  staff  functions  is;  based  on  their  earlier 
observations  while  learning  their  ovm  responsibiliries.  They  learned  how  to 
get  things  accomplished,  but  not  necessarily  with  an  objective  view  of  the 
entire  s^  process.  Later,  while  attending  die  Command  and  General  Staff 
College,  a  Afferent  perspective  on  staff  work  is  gained,  but  this  is  not  tix)m 
the  perspective  of  the  battalion.  The  earlier  lessons  received  while  "under 
fire"  in  a  unit  are  logically  the  first  lessons,  or  insights,  passed  on  to  new 
staff  officers  by  the  battalion  commander. 


*  The  concern  about  the  applicability  of  the  Olmstead  model  is  approiniate.  In  fact,  knowledge  of  this 
Kpoit  and  subsequent  diKussion  with  Col  Dan  Butler.  Director  TCDC,  stimulated  focus  on  both  Battle 
Staff  Effectiveness  and  Staff  Task  Proficiency  as  essential  ingredients  of  BCST.  Clearly  Context,  both 
general  and  Table/Module  ^Kcific  for  the  staff  position  and  small  stall  team,  must  be  established  before 
Table  or  Module  execution.  Individual  tactical  and  technical  competence  is  clearly  vital  to  execution  of 
BCST. 


The  training  received  by  officers  attending  the  Infantry  and  Armor  basic 
courses  annually  represents  a  significant  influence  on  the  Army's  maneuver 
battalions.  If  current  experience  can  be  used  to  predict  future  practices,  the 
majority  of  these  officers  can  expect  to  fill  primary  staff  positions  prior  to 
attending  their  advanced  courses.  It  is  therefore  reasonable  to  identify  a 
wav  to  train  these  officers  for  potenrial  staff  assignments . 


pp.  34-37 

There  are  cleariy  major  problems  with  staff  training  of  active  forces.  The  same  structural 
deficiencies  apply  to  citizen-soldiers.  Initial  corrective  action  is  under  way.  A  quick 
response  has  been  prepared  by  ARI  Benning.  A^Commander's  Battle  StaH*  Handbook”  is 
presently  tuider  review  at  the  JRTC  and  at  TCDC.  Basically  the  Handbook,  described  as 
"an  introduction  to  staff  functional  skills,"  includes  battle  staff  duties  for  the  XO,  CSM, 
SI,  S2,  S3,and  S4  as  well  as  primary  slice  element  staff  officers,  the  Fire  Support  Officer 
and  die  Engineer.^  The  following  discussion  of  SI  responsibilities  is  typical: 

STAFF  COORDINATION 

As  a  staff  member,  the  SI  must  work  closely  with  other  staff  members  to: 
facilitate  and  monitor  the  accomplishment  of  command  decisions;  provide 
timely  and  accurate  informadon  to  the  commander  and  subordinate  units; 
anticipate  requirements  and  maintain  current  estimates  (personnel  and  loss 
rate);  develop  portions  of  the  CSS  annex;  recommend  replacement  priorities; 
determine  and  recommend  courses  of  action  to  achieve  mission 
accomplishment;  and  prepare  plans  and  orders. 

The  SI  coordinates  with  the  S2  for  interrogating  prisoners  and  with  the  S4 
for  processing  captured  equipment  and  planning  transportation 
requirements,  llie  SI  also  coordinates  with  the  medical  platoon  leader  and 
the  medical  operations  officer  to  ensure  that  patient  treatment  and  evacuation 
are  plarmed  and  coordinated  throughout  the  battalion  area.  The  SI  also 
coordinates  for  religious  support  with  the  battalion  UMT  section.  He  also 
assumes  public  affairs  res^nsibilities  since  no  public  affairs  assets  are 
available  to  aid  the  commander  at  battalion  level. 

PLANNING 

The  planning  focus  of  the  SI  centers  around  the  personnel  and 
administrative  factors  impacting  soldier  and  unit  effectiveness.  These 
factors  are  discussed  briefly  below. 

Unit  strength  maintenance.  In  assessing  unit  preparedness,  the  SI  must 
focus  on  the  effects  of  deployability,  losses,  critical  MOS  and  skill 


^  ARI  Light  Forces  Readiness  Team  Fort  Benning  Field  Unit,  "Commander's  Battle  StaH^  Handbook,” 
Draft,  1  September  1992,  p.  v.  Interestingly,  ARI  Benning  envisages  shifting  to  BOS  orientation  as 
they  devek^  a  similar  product  for  Brigade.  Telecon,  Author  to  Dr.  Thomas  J.  Thompson,  September 
23, 1992. 
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shortages,  projected  gains  and  losses,  and  any  local  situations  affecting  t!ie 
numbCT  of  personnel  in  the  unit. 

Replacements.  The  primary  concerns  here  for  the  SI  include  listing  critical 
outstanding  replacement  requirements,  status  of  previous  allocation  by  unit 
(when  critical  to  the  situation),  and  location  of  replacennent  processing  units. 

Noncombat  matters.  The  S 1  must  take  into  consideration  the  impact  of 
people,  other  than  soldiers,  on  the  mission  of  the  unit  Examples  would 
mclude  dependents,  third  country  nationals,  EPWs,  civilian  internees  and 
detainees,  DA  civilians,  and  personnel  available  for  labor  requirements. 

Soldier  personal  readiness.  The  S 1  is  responsible  for  reporting  the  status  of 
morale  and  esprit  de  corps,  and  any  significant  influences  on  the  morale  of 
units. 

Services  support  The  SI  must  be  able  to  assess  and  evaluate  the  adequacy 
of  personnel  service  and  logistical  support  services  as  they  impact  on  troop 
preparedness  and  recommend  new  policy(s)  or  programs  where 
api^priate. 

Organizational  climate/commitment/cohesion.  Iii  planning  the  battalion 
personnel  service  support  needs,  the  SI  may  have  to  carefully  consider 
(depending  on  the  situation)  soldier  satisfaction  with  the  unit, 
identificationrinvolvement  with  the  unit  and  unit  cohesion. 

Personnel  estimate.  In  preparing  the  personnel  estimate,  the  SI  needs  to 
pay  particular  attention  to  troop  preparedness  issues,  including  unit 
strength,  replacements,  noncombat  matters,  soldier  personal  readiness, 
services  support  organizational  climate,  unit  commitment  and  cohesion. 
For  each  C()A,  the  SI  assesses  the  impact  of  identified  problem  areas, 
trends,  and  dericiencies  for  a  specified  personnel  factor  on  troop 
prepar^ess. 


PREPARATION 

The  SI  continues  to  monitor  unit  strength  through  reporting  procedures 
established  in  the  unit  TACSOP. 

EXECUTION 

During  the  execution  phase  of  the  operation,  the  SI  is  responsible  for 
ensuring  the  following  seven  functions  are  accomplished  accurately, 
snxMthly,  and  efficiently.  The  accomplishment  of  these  functions  is  critical 
for  the  effective  management  of  combat-essential  personnel  information. 

Replacement  operations.  Replacement  operations  include  the  coordinated 
support  and  delivepr  of  replacements  and  retum-to-duty  (RTD)  soldiers.  It 
includes  orders  issuance,  personnel  accounting,  logistical  support, 
processing  and  transportation.  It  depends  on  the  strength  management 
function  for  information  on  where  to  deliver  replacements  and  RTD 
soldiers. 
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Strength  n  anagement.  Strength  management  assesses  an  organization's 
combat  power,  plans  for  future  operations,  and  assigns  replacements  on  the 
battlefield.  It  predicts  the  need  for  replacements  and  provides  a  mixture  of 
individuals  and  small  units.  It  depends  entirely  on  the  personnel  accounting 
and  strength  reporting  function  to  provide  critical  strength  information  to 
support  the  information  requirements  of  the  current  batde.  It  depends  on 
pownnel  data  base  management  to  support  the  information  requirements  of 
die  future  battle. 

Personnel  accounting  and  strength  reporting.  Personnel  accounting  and 
strength  reporting  accounts  fcx-  soldiers,  reports  their  duty  status,  and  serves 
as  die  foundation  for  critical  battlefield  decisions.  Personnel  accounting  and 
strength  reporting  depends  on  personnel  data  base  management  for  the 
necessary  tools  to  manage  the  reconciliation  process. 

Casualty  management.  Casualty  management  encompasses  two  functions: 
casualty  operations  and  casualty  management.  Casualty  operations  records, 
reports,  and  accounts  for  casualties  promptly  and  efficiently.  It  uses  postal 
operations  as  the  means  for  redirecting  the  personal  mail  of  soldiers  who 
bMome  casualties.  It  depends  on  personnel  accounting  and  strength 
reporting  to  locate  soldiers  who  have  been  evacuated.  Casualty 
management  coordinates  the  personnel  and  logistical  processes  involved  in 
casualty  management  at  all  levels. 

Personnel  data  base  management.  Personnel  data  base  management 
consolidates  current  and  projected  personnel  information  on  soldiers  and 
units  in  a  number  of  command  data  bases  (SIDPERS).  This  information 
serves  as  the  basis  for  command  decisions  and  projected  battlefield 
requirements.  It  depends  on  personnel  information  management  and 
pe^nnel  accounting  and  streng^  reporting  for  information  from  which  to 
update  the  data  base. 

Personnel  information  management.  Personnel  information  management 
novides  a  record  of  critical  personnel  information  about  soldiers  to  support 
lattleHeld  decisions  and  to  meet  the  nation's  obligation  to  retain  historical 
information  for  its  veterans.  It  also  provides  a  manual  source  of 
jiformation  on  skills,  grades,  numbers,  and  physical  limitations  as  a  backup 
to  tile  electronic  personnel  data  base. 

Postal  operations.  Postal  operations  manages  and  operates  a  postal  network 
to  move,  deliver,  and  collect  mail  in  the  deployable  force.  It  delivers  official 
mail,  including  critical  spare  parts  and  medical  supplies,  and  provides  an 
alternative  delivery  system  for  personnel  information.  Postal  operations 
depends  on  the  personnel  accounting  and  strength  reporting  fui'ction  to 
know  where  soldiers  are  on  the  battlefield,  and  the  casualty  function  to 
determine  the  status  of  casualties  and  redirect  their  mail. 

CONCLUSION 

The  SI  is  a  vital  link  in  the  commander’s  staff  as  he  supervises  the  health, 
morale,  and  general  welfare  of  the  battalion.  To  ensure  that  the  SI  is 
^)prcqmately  utilized,  the  following  information  checklists  are  presenied: 
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What  the  SI  needs  to  know  from  the  battalion  conunanden 

•  Mission 

•  Commander's  concept  of  operation 

•  Commander’s  intent 

•  The  enemy  situation 

•  Time  available 

•  Chain  of  command 

•  How  the  commander  can  be  located 

•  Rehearsal  time  and  location 

What  the  battalion  commander  needs  to  know  firom  the  S 1 : 

•  SI  estimate 

•  Status  on  the  delivery  of  replacements  and  retum-to*duty  (RTD) 
soldiers 

•  Unit  combat  power 

•  Ability  to  execute  future  operations  based  on  present  combat  strength 

•  Duty  status  of  soldiers 

•  Casualty  reports 

•  Unit  readiness  reports 

•  Location  of  the  PAC 

•  Emergency  medical  and  preventive  medicine  measures 

•  Reconstitution  plan.*® 

This  is  excellent  guidance.  It  should  materially  support  the  development  of  the 
Context,  Module  and  AAR  for  individual  staff  officer  preparation  at  least  for  Staff  Task 
Proficiency.  The  Handbook  is  designed  to  support  staff  training  in  the  unit.  Institutional 
training  of  the  Total  Force  clearly  requires  revision  ^so. 

Substantial  change  is  under  way  in  officer  preparation.  As  discussed  above,  the 
next  OAC-RC,  already  approved  for  implementation  in  FY  94,  removes  Bn  TF  training 
from  the  OAC-RC  and  places  it  in  a  revised  CAS3.^*  Meanwhile  Ft.  Knox  is  clearly 
thinking  innovatively  about  the  problems  raised  by  the  ARI  Study.  In  a  recent 
communication.  Dr.  Norman  Shumate,  Director  of  Training  Technology,  The  Armor 
Center,  charted  a  future  direction  for  institutional  BCST,  at  least  for  heavy  units: 

...Staff  skills  presently  taught  in  RC-OAC  will  be  taught  in  the  new  RC- 

CAS3  Course.  USAARMS  will  pilot  new  AOAC-RC  in  FY93  and  fully 

implement  in  FY94. 


Ibid.,  pp.  20-2S.  Also  included  but  not  reproduced  are  a  discussion  of  SI  Assets,  Unit  i 
Responsibilities,  Primary  Duties  and  a  list  of  Resources  for  further  documentation.  All  in  all,  an 
excellent  product  I 

**  Msg:  Cmdr,  TRADOC,  Subject  RC  Officer  Education  System,  251 327Z,  July  1990.  USAARMC  j 
POI 2-17-C23  Phase  2,  "Aimor  Officer  Advanced  Course-Reserve,"  Draft  Note  that  current  planning 
moves  staff  training  up  (to  Leavenworth)  yet  ARI-Benning  recommends  that  it  be  moved  down  (to  the 
Basic  Course)  since  young  officers-pre  OAC-serve  routinely  as  AC  battalion  staff  officers.  While 
assignment  dynamics  are  different  in  the  Guard,  there  clearly  is  an  issue  here. 
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USAARMS'  RC3  Branch  has  been  funded  to  develop  a  branch  specific 
Bn/Sq  S3  course  in  FY93.  Course  is  currently  in  a  concept  stage  and  many 
questions  need  to  be  answered  (such  as  exact  content,  lengdi,  who  will 
teach  to  include  resourcing  for  training  if  AC  instructors  are  to  be  used), 
training  location(s)  to  target  population  (TPU  fonner  Cto  Cdrs,  current  TPU 
S3s,  IRR).  ...Other  staff  level  courses  for  RC  Armor  officers  (SI.  S2.  S4. 

BMOl  are  also  under  consideration  for  develonment  in  FY94  and  bevond. 

Our  cunent  concepts  for  the  Bn/Sq  S3  course  include; 

•  2weekADT. 

•  Small  group  instruction  relying  heavily  on  student  participation, 
including  individual  and  group  practical  exercises. 

•  A  multiday  command  post  exercise. 

•  Subjects:  terrain  analysis,  air  defense  artillery,  communications,  fire 
support  planning,  decision  making,  offensive  and  defensive  planning 
and  operations,  command  and  control,  airland  battle,  engineer  support, 

CSS,  fratricide,  operations  in  a  contaminated  area,  low  intensity 
conflict,  and  combat  orders  and  plans _ 

Corrective  actions  are  clearly  under  way  to  address  the  staff  training  problem  in  the 
institution  as  well  as  in  the  unit  Nevertheless,  after  review  of  TCDC  and  of  the  current 
state  of  institutional  command  and  staff  training,  it  seems  reasonable  to  assert  that: 

•  There  is  a  substantial  staff  training  problem. 

•  TRADOC  is  moving  to  correct  the  deficiencies. 

•  Potential  applications  of  corrective  action  to  the  reserves  are  unknown.  At 
present,  the  only  training  (OAR*RQ  is  being  discontinued.  The  nature  of  the 
BCST  "fix"  for  individual  training  at  Leavenworth  (CAS3)  is  undetermined. 

•  TRADCX^  appears  to  be  moving  to  institute  functional  individual  courses  at 
Knox  for  heavy  forces  at  least  for  S3s. 

Based  on  the  above,  it  appears  prudent  to  initiate  work  on  development  of  the 
BCST  model  for  use  in  horizontal  institutional  training.  In  fact,  given  the  characteristics  of 
the  BCST  model  (Context,  Table/Module  and  AAR)  to  train  Staff  Task  Proficiency  and 
Battle  Staff  Efiectiveness,  it  is  not  only  useful  but  perhaps  long  overdue. 

VERTICAL  INSTITUTIONAL  BCST 

The  case  for  BCST  appears  equally  valid  for  vertical  training  in  the  institution.  As 
Ft  Knox  develops  the  functional  course  for  the  S3  discussed  above,  the  necessity  of 


EMail,  Norman  M  Shumate,  Subj:  Confumation  of  24  September  PHONECON  with  John  Werionan, 
29  Sqttember  1992.  Underlining  by  FJErown. 
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vertical  training  in  Fire  Support  will  become  evident.  Opportunities  for  synchronization  of 
direct  and  indirect  fires  are  limited  at  the  Battalion  echelon.  Institutional  training  of  the 
Battalion  S3  will  at  a  minimum  extend  from  the  Company  FIST  to  the  Fire  Support  Officer 
and  DS  Artillery  Battalion  at  Brigade.  It  should  probably  go  higher.  Resources  associated 
wi'h  focusing  combat  power  in  Airland  Battle  (tactical  airpowcr,  attack  helicopters  and 
MLRS  as  well  as  cannon  artiliery  and  monars)  are  controlled  at  least  at  Brigade  and 
increasingly  at  Division  or  even  Corps.  So  as  a  result  of  the  S3  functional  course, 
extension  of  institutional  training  into  vertical  BCST  seems  certain. 

This  movement  should  be  reinforced  as  Ft  Knox,  the  proponent  of  armored  forces 
in  near  battlespace,  seeks  new  ways  to  train  leaders  in  emerging  combined  arms 
capabilities.  The  Fire  Coordination  Exercise  (FCX)  was  modified  for  institutional  training 
at  Ft  Knox  some  years  ago  because  of  the  clear  need  to  train  mounted  force  officers  better 
in  synchronizing  indirect  fires.  The  FCX  was  analog-substitution  of  subcaliber  for  full 
caliber  ammunition.  Now,  the  communications  capabilities  of  the  MlA2“IVIS”Cnable 
remarkable  abilities  to  resynchronize  all  ground  and  air  direct  and  indirect  fires  on  the  rrxjve 
responding  to  a  changing  tactical  situation.  The  FCX  will  become  training  and  evaluation 
of  commander's  combined  arms  synchronization  abilities  much  as  Tank  Combat  Table, 
Gunnery  Table  Vni  trains  and  evaluates  individual  tank  proficiency  today.  Expansion  of 
the  Fire  Coordination  Exercise  (FCX)  into  virtual  and  perhaps  constructive  simulation 
Tables  and  Modules  seems  certain  to  initiate  the  development  of  vertical  BCST  in 
institutional  training.  Hopefully,  the  proponent  for  Fire  Support,  Ft.  Sill,  will  be  a 
proactive  participant  in  this  process.  Then  Fire  Support  should  be  quickly  followed  by 
Intelligence  reflecting  vertical  requirements  to  train  the  Intelligence  BOS  as  the  S2,  S3, 
FSO  small  staff  team  postulated  in  BCST  begins  to  place  requirements  on  the  training 
system.  The  Concept  Eased  Requirements  System  should  enable  vertical  BCST  in  the 
institution. 

The  proposed  BCST  does  in  fact  appear  to  be  the  dominant  solution  to  the 
institutional  command  and  staff  training  challenge. 
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